3 1223  05733  7397 


City  H\eport 


REPORT  TO  THE 

SAN  FRANCISCO  BOARD  OF  SUPERVISORS 

MANAGEMENT  AUDIT 
OF  THE 

SAN  FRANCISCO  MARINA  YACHT  HARBOR 


BOARD  OF  SUPERVISORS 
BUDGET  ANALYST 


MARCH,  1993 


CITY  AND  COUNTY 


OF  SAN  FRANCISCO 


BOARD  OF  SUPERVISORS 

BUDGET  ANALYST 
1390  MARKET  STREET,  SUITE  1025 
SAN  FRANCISCO,  CALIFORNIA  94102  • TELEPHONE  (415)  554-7642 


March  2, 1993 


Honorable  Tom  Hsieh 
Member,  Board  of  Supervisors 
City  and  County  of  San  Francisco 
Room  235,  City  Hall 
San  Francisco,  CA  94102 

Dear  Supervisor  Hsieh: 

Transmitted  herewith  is  the  Budget  Analyst's  management  audit  of  the  San 
Francisco  Marina  Yacht  Harbor.  This  management  audit  was  conducted  in 
accordance  with  Charter  Section  2.401,  which  authorizes  the  Board  of  Supervisors 
to  make  inquiries  concerning  departmental  operations. 

The  Marina  Yacht  Harbor  has  achieved  various  accomplishments.  The  following 
are  examples  of  these  accomplishments: 

• The  waiting  list  procedures  recommended  by  the  Controller’s  Office  and 
adopted  by  the  Recreation  and  Park  Commission  are  currently  being 
implemented. 

• 206  piles  in  the  harbor  have  been  replaced  and  approximately  75  percent  of  the 
parking  areas  have  been  repaved. 

• The  seawall  stabilization  project  is  currently  in  progress.  Weakened  and 
collapsed  portions  of  the  seawall  are  being  replaced. 

• The  Recreation  and  Park  Department  has  submitted  plans  to,  and  received 
approval  to  begin  dredging  the  harbor  from,  the  Regional  Water  Quality 
Control  Board.  These  plans  will  be  submitted  to  the  Army  Corp  of  Engineers 
for  their  approval. 
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The  Marina  Manager  has  begun  holding  bi-weekly  staff  meetings  with ^the  day 
crew.  These  meetings  will  be  expanded  to  include  swing  shift  and  night  shift 
Yacht  Harbor  personnel. 


The  Marina  has  purchased  three  VHF  radios  to  improve  radio  communication 
within  the  harbor,  with  the  Coast  Guard  and  with  the  boating  public. 

The  Marina  Manager  has  developed  short  term  and  long  term  maintenance 
goals  to  provide  greater  efficiency  in  the  use  and  assipiment  of  Yacht  Harbor 
personnel  and  to  improve  routine  maintenance  of  the  harbor. 


Although  the  Yacht  Harbor  has  made  these  accomplishments,  we  found  several 
other  areas  that  require  attention.  A summary  of  our  management  audit  findings 
is  as  follows: 


• The  Yacht  Harbor  has  700  berths.  The  Yacht  Harbor  charges  an  average  of 
$4.23  per  linear  foot.  The  Yacht  Harbor  berth  rates  have  not  increased  since 
1989  The  average  rate  for  other  yacht  harbors  in  Sausalito,  San  Francisco  and 
Brisbane  is  $6.04  per  linear  foot  which  is  approximately  43  percent  or  $1.81  per 
linear  foot  more  than  the  San  Francisco  Manna  Yacht  Harbor. 


The  Yacht  Harbor  employees  and  various  boat  owners  interviewed  expressed 
concerns  that  they  are  not  provided  with  an  opportunity  to  give  their  input  into 
the  decisions  of  the  Marina  Manager  which  affect  the  Yacht  Harbor.  In 
general,  the  Yacht  Harbor  employee  morale  is  low,  which  could  have  an 
adverse  affect  on  the  quality  and/or  quantity  of  work  performed  by  the  Yacht 
Harbor  employees.  In  addition,  based  on  our  interviews,  we  determined  that 
there  is  general  discontent  among  some  of  the  boat  owners.  However,  it  should 
be  noted  that  the  limited  number  of  boat  owners  which  we  interaewed,  and 
who  expressed  discontent,  do  not  necessarily  reflect  the  views  of  all  of  the  boat 
owners  in  the  Yacht  Harbor.  The  Marina  Manager  acknowledges  that  there 
are  problems  with  the  staff  and  boat  owners  and  he  stated  that  he  would  like  to 
try  to  resolve  such  problems. 


• The  Yacht  Harbors  Berth  and  Mooring  Fees  peaked  at  $1,185,739  m FY  1989- 
90,  which  is  the  last  year  the  Berth  and  Mooring  Fee  rates  were  increased land 
the  last  year  the  Yacht  Harbor  assigned  berths  from  its  waiting  list.  Ot  the 
Yacht  Harbor’s  700  berths,  there  are  currently  58  berths  that  have  not  been 
assigned  from  the  waiting  list.  Of  these  58  berths,  45  are  currently  bemg  leased 
on  a temporary  basis  and  13  berths  remain  empty. 


• The  Yacht  Harbor  conducts  cash  transactions  of  $330  on  an  average  daily  basis 
without  a cash  register.  A cash  register  would  provide  electronically  generated 
receipts  which  would  provide  a more  thorough  audit  of  receipts. 

• The  Recreation  and  Park  Department  does  not  charge  for  parking  in  the 
Marina  parking  lot.  As  a result,  the  Marina  parking  lot  is  used  by  commuters 
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and  other  non-Marina  users  free  of  charge  while  many  boaters  and  other 
Marina  users  have  trouble  finding  parking.  To  alleviate  the  parking 
congestion  and  provide  the  Yacht  Harbor  with  an  additional  source  of  revenue, 
the  Recreation  and  Park  Department  should  request  that  the  Board  of 
Supervisors  give  consideration  to  approval  of  the  installation  of  eight  multi- 
space parking  meters.  Such  parking  meters  would  cost  the  Department  a total 
of  approximately  $64,000  and  could  generate  estimated  revenues  of  $458,440 
annually. 

• Based  on  1991  repair  order  forms,  the  four  Assistant  Marina  Managers 
completed  298  routine  maintenance  projects  in  1991.  Each  employee  spent 
approximately  499  hours  in  1991  on  requested  maintenance  work.  Based  on  an 
average  of  224  working  days  per  year,  each  employee  worked  an  average  of  only 
2.2  hours  per  day  on  requested  maintenance  work.  Allowing  for  one  additional 
hour,  for  related  but  not  direct  maintenance  work,  still  results  in  only  3.2 
hours  of  maintenance  work  per  day.  Therefore,  the  Assistant  Marina 
Managers  spend  only  approximately  40  percent  of  their  time  on  maintenance 
work.  It  does  not  appear  that  the  Assistant  Marina  Managers  are  maximizing 
the  time  which  they  spend  on  maintenance  projects. 

• 56.2  percent  of  the  298  maintenance  projects  completed  in  1991  involved  three 
or  more  employees.  Sometimes  all  four  Assistant  Marina  Managers  work  on 
the  same  job  that  two  employees  had  previously  worked  on. 

• There  is  no  one  clear  definition  of  total  hours  as  recorded  on  the  Department's 
repair  order  forms.  Based  on  our  review  of  the  repair  orders,  an  average  of  8.67 
days  elapsed  from  the  date  of  the  request  for  maintenance  work  until  the 
completion  of  the  job.  To  ensure  the  Assistant  Marina  Managers  are 
maximizing  their  time  on  maintenance  projects,  the  Marina  Manager  should 
develop  criteria  for  the  time  needed  and  the  number  of  employees  needed  for 
jobs  that  are  routinely  performed.  In  addition,  the  Marina  Manager  should 
develop  a preventive  maintenance  program  and  repair  order  reporting 
standards  for  the  Assistant  Marina  Managers. 

• In  FY  1991-92,  the  Yacht  Harbor  requested  $100,000  for  maintenance  services 
on  a work  order  basis.  Yet  the  Recreation  and  Park  Department’s  Structural 
Maintenance  Division  provided  the  Yacht  Harbor  with  only  approximately 
$74,830  worth  of  maintenance  services,  or  $25,170  less  than  the  amount  paid  by 
the  Yacht  Harbor  to  the  Structural  Maintenance  Division.  The  Structural 
Maintenance  Division  should  develop  a maintenance  budget  for  the  Yacht 
Harbor  based  on  the  actual  cost  to  provide  maintenance  services  from  the 
previous  fiscal  year. 

• While  the  Marina  Manager,  Yacht  Harbor  staff  and  boat  owners  report  that 
plumbing  and  electrical  services  are  the  most  important  services  required  by 
the  Yacht  Harbor,  only  59  percent  of  the  services  provided  by  the  Structural 
Maintenance  Division  in  FY  1991-92  involved  plumbing  and  electrical  services. 
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The  Marina  Manager  should  prioritize  plumbing  and  electrical  job  order 
requests  from  the  Yacht  Harbor  to  the  Structural  Maintenance  Division. 

• In  the  Controllers  audit  of  the  Yacht  Harbor’s  waiting  list  which  pertained  to 
the  assignment  of  vacant  berths,  the  Controller  recommended  establishing  a 
waiting  list  fee  and  recompiling  an  updated  waiting  list.  Although  the  Yacht 
Harbor  has  implemented  the  Controller’s  recommendations,  some  waiting  list 
applicants  and  boat  owners  continue  to  question  the  propriety  of  the  Yacht 
Harbor’s  assignment  of  berths. 

• Currently  there  are  309  persons  on  the  waiting  list  for  a berth  assignment.  One 
of  the  applicants  has  been  on  this  list  since  1959.  The  Yacht  Harbor  maintains 
18  separate  waiting  lists  for  small  craft  berths  because  of  the  different  berth 
sizes  available. 

• The  Budget  Analyst  recognizes  the  Yacht  Harbor’s  attempts  to  improve  the 
conditions  related  to  the  waiting  list  and  to  make  the  waiting  list  more 
accountable.  However,  interviews  conducted  by  the  Budget  Analyst's  Office 
with  ten  current  berth  holders  and  waiting  list  applicants,  as  well  as 
discussions  at  the  November,  1992  Boat  Owners  Association  meeting,  indicate 
an  apprehension  regarding  Yacht  Harbor’s  berth  leases,  subleases  and  the 
waiting  list.  These  interviewees  noted  that  because  they  have  not  been  provided 
with  waiting  list  status  reports  and  because  they  have  been  unable  to  receive  a 
status  of  the  waiting  list  when  they  inquire  at  the  Marina  Manager’s  Office, 
they  suspect  that  the  Marina  staff  are  giving  berths  to  persons  who  are  not  on 
the  waiting  list  or  who  are  low  on  the  waiting  list.  However,  these  interviewees 
did  not  provide  the  Budget  Analyst  with  any  documentation  to  support  their 
suspicions  and  the  Budget  Analyst  did  not  find  any  impropriety  with  the 
assignment  of  boats  off  of  the  waiting  list. 

• Although  the  Budget  Analyst  recognizes  the  Yacht  Harbor’s  efforts  to  improve 
the  waiting  list,  the  public’s  concerns  should  continue  to  be  addressed. 
Therefore,  the  Budget  Analyst  has  concluded  that  the  Recreation  and  Park 
Department  should  remove  management  of  the  waiting  list  for  assignment  of 
vacant  berths  from  the  Yacht  Harbor  to  the  Recreation  and  Park  Department’s 
Administration  Division. 

• The  Yacht  Harbor  facilities  are  old  and  worn  and  in  need  of  replacement.  The 
Marina  Master  Plan,  completed  in  1989,  addressed  the  renovation 
requirements  of  the  Yacht  Harbor.  In  1989  the  Board  of  Supervisors 
disapproved  the  Recreation  and  Park  Department’s  request  to  apply  for  a low 
interest  rate  State  loan  to  fund  the  renovations  which  the  Recreation  and  Park 
Department  considered  necessary,  as  contained  in  the  Marina  Master  Plan, 
because  of  concerns  expressed  by  various  Marina  residents. 

• The  Marina  Yacht  Harbor  facilities  have  existed  in  their  present  size  and 
configuration  since  1963  when  the  last  major  improvements  occurred. 
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Interviews  conducted  by  the  Budget  Analyst’s  Office  with  ten  boat  owners,  and 
discussions  at  the  November,  1992  Boat  Owners  Association  meeting,  indicate 
a dissatisfaction  with  the  overall  condition  of  the  Marina.  Various  boat  owners 
complain  about  the  ocean  surge  rocking  their  boats  or  inadequate  dredging 
which  makes  it  difficult  to  navigate  their  boats  in  and  out  of  the  harbor.  Fewer 
boaters  were  dissatisfied  with  the  docking  system,  though  most  of  the  boaters 
had  complaints  concerning  the  electrical  system  and  the  plumbing. 

• Based  on  three  prior  engineering  studies  conducted,  there  appears  to  be 
agreement  among  engineering  professionals  and  Yacht  Harbor  and 
Recreation  and  Park  Department  staff  that  the  Yacht  Harbor  needs  to  build 
new  breakwaters  and  needs  to  replace  the  docks,  the  electrical  systems  and  the 
plumbing. 

• The  Recreation  and  Park  Commission  has  previously  recommended  that  the 
Yacht  Harbor  be  renovated  at  an  estimated  cost  of  $12.5  million.  Such 
renovations  would  include: 

• Partial  replacement  for  floating  docks 

• Upgrade  of  utilities 

• Replacement  of  gangways  and  security  gates 

• Repair  of  shoreline  facings 

• Maintenance  dredging 

• Parking  improvements 

• Boater  restrooms  and  showers 

• Harbormaster’s  office 

• East  Harbor  entrance  additions 

• West  Harbor  entrance  breakwater  additions 

• Reconfiguration  of  West  Harbor. 

• The  California  Department  of  Boating  and  Waterways  has  recently  received 
confirmation  from  the  Governor  to  continue  funding  low-interest  loans  for 
yacht  harbor  repairs.  Thus,  the  Recreation  and  Park  Department  could  apply 
for  a low-interest  loan  with  the  California  Department  of  Boating  and 
Waterways. 

• Although  the  Yacht  Harbor  has  an  unexpended  balance  of  $200,000  budgeted 
for  dredging,  the  Yacht  Harbor  has  not  been  dredged  since  1990.  As  a result, 
the  Yacht  Harbor  has  lost  seven  berths  and  the  related  revenues  from  such 
berths.  The  lack  of  dredging  has  caused  navigation  problems  in  parts  of  the 
Yacht  Harbor. 

To  prevent  further  berth  losses  and  the  related  revenue  losses,  as  well  as  to 
assist  in  preventing  potential  future  liabilities,  the  Recreation  and  Park 
Department  should  institute  a regular  maintenance  dredging  schedule.  Based 
on  the  1990  dredging  expenditures,  maintenance  dredging  could  cost  an 
estimated  $200,000  annually. 
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Based  on  these  findings,  our  report  contains  the  following  recommendations: 

We  recommend  that  the  Recreation  and  Park  Department  should: 

• Purchase  a cash  register  for  the  Yacht  Harbor  that  can  be  concealed  or 
purchase  a cash  register  when  a new  Harbor  Office  is  built. 

• Request  the  Board  of  Supervisors  to  give  consideration  to  approval  of  the 
purchase  and  installation  of  multi-space  parking  meters  to  charge  for  parking 
in  the  Marina  parking  lot. 

We  recommend  that  the  Marina  Manager  should: 

• Develop  a list  of  maintenance  jobs  that  are  normally  performed  by  the 
Assistant  Marina  Managers,  with  a maximum  number  of  employees  to  work 
on  each  job  and  the  expected  time  required  to  complete  the  task. 

• Develop  a preventive  maintenance  program  with  specific  goals  for  teams  of 
employees  on  a bi-weekly  basis. 

• Develop  repair  order  reporting  standards  for  hours  worked  and  monitor  the 
actual  work  accomplished  on  a monthly  basis  in  order  to  ensure  work  is 
completed  in  a timely  manner. 

We  recommend  that  the  Yacht  Harbor  should  request  the  Recreation  and  Park 

Department’s  Structural  Maintenance  Division  to: 

• Develop  a maintenance  budget  for  the  Yacht  Harbor  based  on  the  actual  cost  to 
provide  maintenance  services  from  the  previous  fiscal  year.  If  additional 
structural  maintenance  services  are  required  during  the  course  of  the  fiscal 
year,  additional  funds  can  be  work-ordered  to  the  Structural  Maintenance 
Division  for  that  purpose. 

• Provide  the  Yacht  Harbor  at  the  end  of  each  fiscal  year  with  a list  of  services 
provided  to  the  Yacht  Harbor  during  that  year  and,  if  requested  job  orders  were 
not  completed,  those  job  order  requests  should  be  reported  and  an  estimated 
time  to  complete  the  projects  provided. 

We  recommend  that  the  Marina  Manager  should: 

• Prioritize  plumbing  and  electrical  job  order  requests  submitted  to  the 
Structural  Maintenance  Division. 

We  recommend  that  the  Recreation  and  Park  Department  should: 
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• Remove  responsibility  for  managing  the  waiting  list  from  the  Harbor  Office  to 
the  Recreation  and  Park  Department’s  Administrative  Division. 

• Hire  an  additional  .5  FTE  Account  Clerk  to  be  paid  from  the  Marina  Yacht 
Harbor  Fund  to  manage  the  waiting  list  and  the  boat  transfers  with  the 
approval  of  the  Marina  Manager. 

• Require  the  .5  FTE  Account  Clerk  to  send  notices  twice  a year  to  waiting  list 
applicants  to  inform  them  of  their  position  on  the  waiting  list  and  to  confirm 
the  applicant’s  address  and  telephone  numbers. 

As  a policy  matter,  the  Board  of  Supervisors  may  wish  to: 

• Reconsider  a request  from  the  Recreation  and  Park  Department  to  fund  all  or 
part  of  the  Marina  Master  Plan  and  reconsider  a request  of  the  Recreation  and 
Park  Department  to  again  apply  for  a low-interest  loan  from  the  State 
Department  of  Boating  and  Waterways. 

If  a low-interest  loan  with  the  California  Department  of  Boating  and  Waterways  is 

not  available,  the  Recreation  and  Park  Department  should: 

• Consider  revenue  bond  financing  for  all  or  part  of  the  Marina  Master  Plan 
recommendations  if  the  Board  of  Supervisors  decides  to  proceed  with  the 
Master  Plan. 

We  recommend  that  the  Yacht  Harbor  should: 

• Institute  a regular  maintenance  dredging  schedule. 

The  written  response  from  the  General  Manager  of  the  Recreation  and  Park 

Department  is  attached  to  our  report  beginning  on  page  34. 
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Throughout  the  course  of  this  management  audit,  we  received  the  full  cooperation 
of  the  staff  of  the  Marina  Yacht  Harbor  and  the  Recreation  and  Park  Department. 
Without  their  assistance,  our  task  would  have  been  much  more  difficult. 


Respectfully  submitted. 


Budget  Analyst 

cc:  Supervisor  Achtenberg 
President  Alioto 
Supervisor  Bierman 
Supervisor  Conroy 
Supervisor  Hallinan 
Supervisor  Kaufman 
Supervisor  Kennedy 
Supervisor  Maher 
Supervisor  Migden 
Supervisor  Shelley 
Clerk  of  the  Board 
Chief  Administrative  Officer 
Controller 
Teresa  Serata 
Barbara  Kolesar 
Ted  Lakey 

Mary  Bums,  General  Manager,  Recreation  and  Park  Department 
Phil  Arnold,  Assistant  General  Manager,  Recreation  and  Park  Department 
Ron  DeLeon,  Superintendent  for  Parks 
Gary  Davis,  Marina  Manager 
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INTRODUCTION 


Pursuant  to  a motion  by  the  San  Francisco  Board  of  Supervisors,  we  have 
conducted  a management  audit  of  the  San  Francisco  Marina  Yacht  Harbor.  The 
Board  of  Supervisors  specifically  requested  the  Budget  Analyst  to  include  in  the 
audit  the  following: 

1.  Determine  the  income  from  all  sources  since  FY  1988-89. 

2.  Identify  whether  any  income  from  the  Harbor  was  paid  into  the  General  Fund 
since  FY  1988-89  and  what  amount  was  used  for  maintenance  and  repairs. 

3.  Determine  the  maintenance  budget  for  each  fiscal  year  since  1988  and  whether 
those  monies  were  appropriated  accordingly. 

4.  Identify  the  fees,  salaries  and  wages  of  employees  and  third  party  contractors 
and  determine  whether  said  expenses  are  in  keeping  with  common  practice  for 
the  services  delivered. 

5.  Review  Requests  for  Bids  (RFP)  for  each  of  the  Marina  Master  Plans  and  the 
bids  that  were  subsequently  submitted. 

6.  Review  procedures  for  assignment  of  vacant  berths. 

7.  Review  provisions  of  contracts  with  concessionaires  regarding  all  fees  and 
services  provided. 

Audit  Methodology 

Our  audit  included  interviews  with  Yacht  Harbor  and  Recreation  and  Park 
staff,  boat  owners  and  Marina  neighborhood  residents. 

To  conduct  this  management  audit,  we  also  reviewed  completed  maintenance 
work  order  forms,  completed  and  planned  capital  projects,  budget  documents,  billing 
documents,  berthing  rates  of  other  yacht  harbors  around  the  San  Francisco  Bay  and 
waiting  list  documents. 

Field  work  was  conducted  over  a three  month  period  from  September  through 
November  of  1992.  Upon  completion  of  the  draft  report,  an  exit  conference  was  held 
with  Yacht  Harbor  and  Recreation  and  Park  Department  staff  regarding  report 
content.  The  Department  was  invited  to  submit  a formal  response  to  this  report 
which  has  been  attached  at  the  end  of  this  report. 
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Background 


The  San  Francisco  Marina  Yacht  Harbor  (Yacht  Harbor)  is  located  at  the  foot 
of  Scott  Street  between  the  Presidio  and  Fort  Mason  with  views  of  Alcatraz  Island 
and  the  Golden  Gate  Bridge.  The  Yacht  Harbor  includes  the  harbor  and  the  Marina 
Green  in  front  of  the  harbor.  The  State  of  California  granted  San  Francisco  title  to 
the  Harbor  in  1935  to  be  used  for  aquatic,  recreational,  boulevard,  park  and 
playground  purposes.  The  current  dock  system  and  dock  configuration  were 
designed  and  built  in  1963.  The  Yacht  Harbor  is  under  the  authority  of  the  San 
Francisco  Recreation  and  Park  Commission. 

Staffing 

The  Yacht  Harbor  is  managed  by  the  Marina  Manager  and  seven  FTE 
Assistant  Marina  Managers  to  perform  maintenance  and  security  services,  one 
Secretary,  three  Gardeners  and  one  Custodian  for  a total  13  FTE  Recreation  and 
Park  Department  employees  funded  through  the  Marina  Yacht  Harbor  Fund. 

Number  <?f  Berthg  an d Berth  Rates 

The  Yacht  Harbor  has  700  berths.  The  Yacht  Harbor  charges  an  average  of 
$4.23  per  linear  foot.  The  Yacht  Harbor  berth  rates  have  not  increased  since  1989. 
The  average  rate  for  other  yacht  harbors  in  Sausalito,  San  Francisco  and  Brisbane 
is  $6.04  per  linear  foot  which  is  approximately  43  percent  or  $1.81  per  linear  foot 
more  than  the  San  Francisco  Marina  Yacht  Harbor.  However,  these  other  yacht 
harbors  may  have  better  facilities  than  the  San  Francisco  Marina  Yacht  Harbor.  If 
these  other  yacht  harbors  have  better  facilities  than  the  San  Francisco  Marina 
Yacht  Harbor,  then  there  would  be  a justification  for  the  difference  in  the  berthing 
rates. 

Comments  and  Observations 

Yacht  Harbor  Revenues 

The  Board  of  Supervisors  requested  the  Budget  Analyst  to  review  the  Yacht 
Harbor’s  revenues  since  FY  1988-89  and  to  determine  whether  any  of  this  income 
was  paid  into  the  City’s  General  Fund  and  what  amount  was  used  for  maintenance 
and  repairs.  The  funding  for  maintenance  and  repairs  is  discussed  under  Section  2. 
This  is  a discussion  of  the  Yacht  Harbor’s  sources  of  revenues  since  FY  1988-89. 

The  following  table  includes  all  revenues  the  Yacht  Harbor  received  from  FY 
1988-89  through  FY  1992-93  as  reported  by  the  Controllers  Office: 
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TABLE  1 

Revenues  Received  by  the  Marina  Yacht  Harbor  Fund 
FY  1988-89  through  FY  1992-93 


Revenue 

1988-89 

1989-90 

1990-91 

1991-92 

1992-93* 

Interest  Earned 

$63,965 

$68,953 

$85,884 

$96,401 

$69,000 

Direct  Grants  Fed/State 

100,000 

Recreational  Berth  & Mooring 

1,101,291 

1,185,739 

1,057,720 

1,166,234 

1,157,000 

Fee 

Permits 

760 

Concession-Misc. 

2,307 

20 

Concession-Yacht  Harbor 

47,505 

59,965 

44,325 

57,555 

53,000 

Rentals-Yacht  Harbor 

38,613 

24,152 

17,012 

18,698 

22,000 

Totals 

$1,251,374 

$1,341,116 

$1,204,961 

$1,439,648 

$1,301,000 

* Budgeted 

As  described  in  the  table  above,  the  primary  source  of  revenue  for  the  Yacht 
Harbor  is  the  Berth  and  Mooring  Fees  followed  by  interest  earned  and  Concessions- 
Yacht  Harbor  (the  two  Yacht  Clubs,  Gas  House  Cove  and  the  Food  Kiosk  vendor). 
Berth  and  Mooring  Fees  includes  revenues  from  Yacht  Harbor  tenants,  transient 
berths,  the  pumpout  station,  key  sales,  transfer  fees  (when  a boat  owner  transfers 
the  berth  along  with  the  sale  of  the  boat),  and  boat  line  sales.  Of  those,  the  berth 
fees  from  the  Yacht  Harbor  tenants  comprise  approximately  91  percent. 

The  Berth  and  Mooring  Fees  peaked  at  $1,185,739  in  FY  1989-90,  which  is 
the  last  year  the  Berth  and  Mooring  Fee  rates  were  increased  and  the  last  year  the 
Yacht  Harbor  assigned  berths  from  the  waiting  list.  In  FY  1990-91,  the  Berth  and 
Mooring  Fee  revenue  dropped  by  $128,019  or  10.8  percent  to  $1,057,720.  The  Yacht 
Harbor  has  700  berths.  The  Yacht  Harbor  currently  has  58  berths  that,  as  of  the 
writing  of  this  report,  have  not  been  assigned  from  the  waiting  list.  45  of  these  58 
berths  are  currently  being  leased  on  a temporary  basis  and  13  berths  remain  empty. 
These  58  berths  were  and,  in  some  cases,  are  empty  for  an  average  of  1.3  years  at  an 
average  cost  to  the  Yacht  Harbor  of  $1,677  per  berth  for  a total  revenue  loss  of 
approximately  $97,266  ($1,677  x 58  berths)  from  not  filling  vacant  berths.  Thus,  the 
decrease  in  revenues  from  FY  1989-90  to  1990-91  is  due,  in  part,  to  the  slowness 
with  which  the  Yacht  Harbor  filled  vacant  berths  and  the  loss  of  eight  berths  from 
sand  buildup  in  the  West  Harbor  or  what  has  become  known  as  “Barney’s  Beach.” 
Further,  there  are  three  berths  which  are  uninhabitable  due  to  the  severe  wave 
conditions.  In  FY  1991-92,  the  Berth  and  Mooring  Fees  increased  by  $108,514  or 
10.3  percent  from  the  previous  fiscal  year  but  were  still  $19,505  or  1.6  percent  less 
than  the  Yacht  Harbor’s  high  of  $1,185,739  in  FY  1989-90.  This  difference  could  be 
attributed  to  the  loss  of  eight  berths. 
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t nHHitinn  Transfer  Fees,  a component  of  the  Berth  and  Mooring  Fee 
i j •’  pY  1990-91  by  $12  000,  from  $26,000  to  $14,000.  In  FY  1991-92 
th^Transfer^^s11 were^ $^4,700.^ According  to  Marina  staff  the  current  Marina 
Manager  has  limited  the  number  of  berths  that  can  transfer  to  a new  person 
because  of  a sale  of  a boat  and  the  number  of  transfer  requests  have  decreased.  The 
Marina  Manager  advises  that  he  has  limited  transfers  because  the  boater 
question  were  in  poor  condition  and  either  the  buyer  of  the  boat  dad  not  intend  to 
replace  the  vessel  or  the  boat  was  an  inappropriate  size  for  the  berth. 

As  previously  noted,  the  Yacht  Harbor  began  leasing  the  vacant  berths 
temporarily  on  a month-to-month  basis  during  FY  1991-92  which  would  explain  the 
la^geTncrease  in  Berth  and  Mooring  Fees  from  FY  1990-91  Curren  ly  there  are  45 
herths  that  are  being  leased  to  temporary  tenants  and  another  13  berths  that  have 
no  enants  or  are  uninhabitable  for  a total  of  58  berths  that  have  no  permanent 

tenant  According  to  the  Marina  Manager,  the  Marina  intends  to  lease  these  58 
berths  to  permanent  tenants.  However,  as  of  the  writing  of  this  report,  the  Yacht 
Harbor  has  not  leased  these  58  berths  to  permanent  tenants. 

In  order  for  Berth  and  Mooring  Fees  to  increase,  the  Marina  would  need  to 
dredge  Barney’s  Beach  and/or  construct  a breakwater  to  reclaim  the  eight  sand 
fiUed  bertes  and  assign  the  58  berths  to  permanent  tenants.  Dredging  in  the 
Marina  is  discussed  further  in  Section  4. 

In  addition,  the  Recreation  and  Park  Department  should  establish  a policy 
that  emDtv  berths  will  be  filled  from  the  waiting  list  within  a month  of  its  vacancy. 
Ir^tM™ w^y,  revenues  generated  from  Berth  and  Mooring  Fees  will  be  maximized 
and  they  irill  remain  constant.  Section  3 discusses  Yacht  Harbors  problems  with 
assigning  berths  from  the  waiting  list. 

Yacht  Harbor  Fund  Contributions  to  the  General  Fyn_d 

The  Yacht  Harbor  is  located  on  tidelands  which  means  the  Yacht  Harbor  is 
under  the  public  trust.  The  public  trust  allows  the  Yacht  Harbor  t0 
fishing  navigation,  commerce  swimming,  and  the  right  to  preserve  the  t • 

San  Francisco  obtained  the  lands  on  which  the  Yacht  Harbor 18  located  in  tmst  from 
the  State  of  California.  As  trustee,  the  City  must  use  the  lands  for  activities  that 
promote  Statewide,  rather  than  local  interests.  These  restnetaons  on  the  Pubhc 
trust  lands  also  apply  to  revenues  generated  from  the  lands.  Thus,  the  City  m y 
only  use  the  revenues  for  services,  purposes  and  improvements  located  or  related  to 
the  Yacht  Harbor. 

In  addition  to  the  restrictions  placed  on  the  Ya^t  Harbor  by 
in  1974  the  City  entered  into  a loan  agreement  with  the  State  of  California  for  a 
construction  project.  This  loan  agreement  placed 

revenue  generated  by  the  Marina,  by  limiting  the  use  of  Marrna  revenuestoloan 
payments  to  the  State,  operating  and  maintenance  expenses  and  reserve  funds ( unt 
thJToan  repayment  schedule  ends  on  August  1,  2007  Opera^ 
expenses  include  labor  and  materials  for  the  operation  of  the  Yacht  Harbor  an 
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indirect  expenses  of  City  administration  of  up  to  15  percent  of  the  total  annual 
revenues.1 

Therefore,  according  to  the  City  Attorney’s  Office,  it  would  be  illegal  to 
transfer  revenues  generated  by  the  Yacht  Harbor  from  the  Marina  Yacht  Harbor 
Fund  to  the  General  Fund.  However,  as  previously  noted,  the  City  is  permitted  to 
charge  the  Yacht  Harbor  for  Citywide  and  departmental  overhead  expenses.  In  FY 
1991-92,  the  Yacht  Harbor  paid  $59,208  in  Citywide  overhead  and  in  FY  1992-93, 
the  Yacht  Harbor  budgeted  $56,872  for  Citywide  overhead.  Citywide  overhead 
covers  costs  associated  with  non-work  ordered  services  provided  by  City 
departments  such  as  the  Board  of  Supervisors,  the  Mayor’s  Office,  the  Controller’s 
Office  and  Civil  Service.  Additionally,  the  Yacht  Harbor  pays  $50,000  annually  to 
cover  departmental  overhead  to  pay  for  costs  incurred  by  the  Recreation  and  Park 
Department’s  administrative  staff  to  provide  support  to  the  Yacht  Harbor  such  as 
accounting,  budgeting,  General  Manager,  Parks  Superintendent,  Personnel 
Division,  etc.  In  FY  1991-92,  the  Yacht  Harbor  paid  a total  of  $109,208  in  Citywide 
and  departmental  overhead  expenses  which  amounts  to  approximately  7.6  percent 
of  the  Yacht  Harbor’s  total  revenues  for  FY  1991-92  which  is  less  than  the  15 
percent  permitted  under  the  State  loan  agreement. 

During  the  course  of  the  Budget  Analyst’s  review,  the  records  did  not  indicate 
that  Marina  Yacht  Harbor  Fund  revenues  were  directly  transferred  to  the  City’s 
General  Fund.  However,  as  discussed  in  Section  2.2,  in  FY  1991-92  the  Yacht 
Harbor  workordered  $100,000  to  the  Recreation  and  Park  Department’s  Structural 
Maintenance  Division  to  provide  the  Yacht  Harbor  with  structural  maintenance 
services  (e.g.  plumbing,  electrical,  carpentry  and  etc.).  However,  the  Structural 
Maintenance  Division  only  provided  the  Yacht  Harbor  with  approximately  $74,830 
in  maintenance  services  or  a difference  of  $25,170.  Because  the  Structural 
Maintenance  Division  also  provides  services  to  General  Fund  supported  divisions 
within  the  Recreation  and  Park  Department,  and  because  this  $25,170  that  was  not 
spent  on  Yacht  Harbor  maintenance  services,  this  $25,170  was  effectively  used  to 
subsidize  General  Fund  maintenance  services  within  the  Recreation  and  Park 
Department.  Therefore,  the  $25,170  could  be  considered  a transfer  of  funds  from  the 
Marina  Yacht  Harbor  Fund  to  the  City’s  General  Fund. 

Overall  Management 

Issues  pertaining  to  the  overall  management  of  the  Yacht  Harbor  became 
apparent  during  interviews  with  Yacht  Harbor  staff,  boat  owners  and  residents  of 
the  Marina  neighborhood. 

During  this  audit,  we  interviewed  all  but  one  of  the  employees  of  the  Yacht 
Harbor.  Many  of  the  employees  expressed  dissatisfaction  with  the  current  Marina 
Manager.  The  Yacht  Harbor  employees  and  some  of  the  boat  owners  complained 
that  the  Marina  Manager  does  not  always  discuss  management  decisions  with  them 
prior  to  implementing  his  decisions.  The  staff  and  various  boat  owners  interviewed 
reported  that  they  would  appreciate  the  opportunity  to  give  their  input  into 


1San  Francisco  City  Attorney,  Opinion  No.  87-17,  August  18,  1987. 
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decisions  made  that  affect  the  Yacht  Harbor.  In  general,  the  Yacht  Harbor  employee 
morale  is  low,  which  could  have  an  adverse  affect  on  the  quality  and/or  quantity  of 
work  performed  by  the  Yacht  Harbor  employees.  In  addition,  based  on  our 
interviews,  we  determined  that  there  is  discontent  among  some  of  the  boat  owners. 
However,  it  should  be  noted  that  the  limited  number  of  boat  owners  which  we 
interviewed  and  who  expressed  discontent  do  not  necessarily  reflect  the  views  of  all 
of  the  boat  owners  in  the  Yacht  Harbor.  The  Marina  Manager  acknowledges  that 
there  are  problems  with  the  staff  and  boat  owners  and  he  stated  that  he  would  like 
to  try  to  resolve  such  problems.  The  Marina  Manager  also  stated  that  there  are 
forums  in  the  form  of  employee  meetings  and  the  boat  owners  association  meetings 
to  express  opinions  concerning  proposed  management  decisions. 

The  Recreation  and  Park  Department  should  be  aware  of  the  morale 
problems  identified  during  this  audit  and  should  work  with  the  Yacht  Harbor  staff 
and  the  Marina  Manager  to  resolve  these  problems. 

Accomplishments 

During  the  course  of  this  management  audit  we  found  some  problems  that 
the  Recreation  and  Park  Department  was  in  the  process  of  addressing  or  the 
Department  has  recently  begun  to  address.  In  addition,  the  Marina  Yacht  Harbor 
has  achieved  various  accomplishments  during  the  past  year  that  are  worth  noting. 
The  following  are  examples  of  these  accomplishments: 

• The  waiting  list  procedures  recommended  by  the  Controller’s  Office  and  adopted 
by  the  Recreation  and  Park  Commission  are  currently  being  implemented. 

• 206  piles  in  the  harbor  have  been  replaced  and  approximately  75  percent  of  the 
parking  areas  have  been  repaved. 

• The  seawall  stabilization  project  is  currently  in  progress.  Weakened  and 
collapsed  portions  of  the  seawall  are  being  replaced. 

• The  Recreation  and  Park  Department  has  submitted  plans  and  received 
approval  to  begin  dredging  the  harbor  to  the  Regional  Water  Quality  Control 
Board.  These  plans  will  be  submitted  to  the  Army  Corp  of  Engineers  for  their 
approval. 

• The  Marina  Manager  has  begun  holding  bi-weekly  staff  meetings  with  the  day 
crew.  These  meetings  will  be  expanded  to  include  swing  shift  and  night  shift 
Yacht  Harbor  personnel. 

• The  Marina  has  purchased  three  VHF  radios  to  improve  radio  communication 
within  the  harbor,  with  the  Coast  Guard  and  with  the  boating  public. 

• The  Marina  Manager  has  developed  short  term  and  long  term  maintenance  goals 
to  provide  greater  efficiency  in  the  use  and  assignment  of  Yacht  Harbor 
personnel  and  to  improve  routine  maintenance  of  the  harbor. 
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SECTION  1:  MISCELLANEOUS  ISSUES 


• THE  YACHT  HARBOR  CONDUCTS  CASH 
TRANSACTIONS  OF  $330  ON  AN  AVERAGE 
DAILY  BASIS  WITHOUT  A CASH  REGISTER.  A 
CASH  REGISTER  WOULD  PROVIDE 
ELECTRONICALLY  GENERATED  RECEIPTS 
WHICH  WOULD  PROVIDE  A MORE 
THOROUGH  AUDIT  OF  RECEIPTS. 

THEREFORE,  THE  RECREATION  AND  PARK 
DEPARTMENT  SHOULD  REQUEST  APPROVAL 
TO  PURCHASE  A CASH  REGISTER  FOR  THE 
YACHT  HARBOR. 

• THE  RECREATION  AND  PARK  DEPARTMENT 
DOES  NOT  CHARGE  FOR  PARKING  IN  THE 
MARINA  PARKING  LOT.  AS  A RESULT,  THE 
MARINA  PARKING  LOT  IS  USED  BY 
COMMUTERS  AND  OTHER  NON  MARINA 
USERS  FREE  OF  CHARGE  WHILE  MANY 
BOATERS  AND  OTHER  MARINA  USERS  HAVE 
TROUBLE  FINDING  PARKING.  TO  ALLEVIATE 
THE  PARKING  CONGESTION  AND  PROVIDE 
THE  YACHT  HARBOR  WITH  AN  ADDITIONAL 
SOURCE  OF  REVENUE,  THE  RECREATION 
AND  PARK  DEPARTMENT  SHOULD  REQUEST 
THE  BOARD  OF  SUPERVISORS  TO  GIVE 
CONSIDERATION  TO  APPROVAL  OF  THE 
INSTALLATION  OF  EIGHT  MULTI-SPACE 
PARKING  METERS.  SUCH  METERS  WOULD 
COST  THE  DEPARTMENT  A TOTAL  OF 
APPROXIMATELY  $64,000  AND  COULD 
GENERATE  APPROXIMATELY  $458,440 
ANNUALLY  IN  REVENUES. 

During  the  course  of  this  audit,  there  were  a couple  of  relatively  small  items 
that  the  Budget  Analyst  found  that  did  not  fit  into  the  categories  of  the  other 
sections  within  this  report.  These  items  are  discussed  separately  below. 


Cash  Transactions 

The  Yacht  Harbor  conducts  many  cash  transactions  at  the  Harbor  Office  such 
as  leasing  transient  berths  to  visitors  and  selling  keys  to  berth  holders.  Such  cash 
transactions  average  $330  a on  daily  basis  (the  daily  amount  varies  significantly, 
from  no  cash  transactions  to  $1,000).  The  Yacht  Harbor  does  not  have  a cash 
register,  but  issues  hand  written  receipts  for  every  transaction.  Further,  at  four 
o’clock  each  day,  the  money  is  put  in  a safe.  Nonetheless,  purchasing  a cash  register 
would  improve  accountability  by  providing  electronically  generated  receipts  which 
are  better  instruments  to  audit. 
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According  to  Yacht  Harbor  staff,  because  of  the  visibility  of  the  Harbor 
Office,  there  is  concern  that  a cash  register  would  attract  thieves.  In  that  case,  the 
Department  could  look  into  a more  concealed  cash  register  and/or  when  a new 
Harbor  Office  is  built,  the  Department  should  consider  building  designs  that  would 
not  provide  visibility  to  the  cash  register  from  the  street. 

Marina  Parking  Lot 

The  Yacht  Harbor  has  approximately  1,257  parking  spaces  for  use  by  the 
public  and  boaters.  Like  other  Recreation  and  Park  Department  facilities,  the 
Department  does  not  charge  for  parking  in  the  Marina  parking  lot.  Partly  as  a 
result,  the  Marina  parking  lot  is  crowded  during  the  week-ends  and  holidays  which 
has  caused  problems  for  the  boat  owners  for  many  years.  The  Recreation  and  Park 
Department  issued  special  parking  permits  to  the  boat  owners  and  installed  parking 
signs  in  the  parking  lot  to  restrict  portions  of  the  parking  lot’s  use.  However,  there 
continues  to  be  problems  of  enforcement  because  the  Department  of  Parking  and 
Traffic  does  not  have  sufficient  staff  to  regularly  monitor  the  Marina  parking  lot.  In 
addition,  according  to  Yacht  Harbor  employees  and  boat  owners,  during  the  week 
the  parking  lot  is  used  by  commuters  from  the  North  Bay.  According  to  Yacht 
Harbor  employees  and  boat  owners,  these  commuters  park  their  vehicles  in  the 
Marina  parking  lot  and,  from  there,  take  a bus  to  work.  Yacht  Harbor  staff  report 
that  other  non  boating  parking  lot  users  consist  of  Fort  Mason  clientele  and 
Safeway  shoppers. 

To  alleviate  parking  lot  congestion  as  well  as  to  provide  the  Yacht  Harbor 
with  a new  source  of  income,  the  Recreation  and  Park  Department  should  install 
multi-space  parking  meters  in  the  Marina  Parking  lot.  The  multi-space  parking 
meters  can  accommodate  up  to  4,000  parking  spaces.  Each  meter  costs 
approximately  $8,000  each.  Because  the  Marina  parking  lot  has  eight  identifiable 
entry  points,  a total  of  eight  meters  at  a total  cost  of  $64,000  would  be  needed. 
These  machines  take  coins  or  bills  and  can  issue  parking  receipts  for  various  time 
increments.  For  example,  a parker  can  select  from  20  minutes  to  four  hours  to  park 
in  the  Marina  parking  lot.  Assinning  a quarter  of  the  spaces  are  on  average  used 
daily  or  approximately  314  parking  spaces  (one  quarter  of  the  1,257  parking  spaces 
available)  and  assuming  the  City  charges  for  parking  seven  days  a week  from  9:00 
to  5:00  at  a minimum  of  $0.50  per  hour  rate,  the  Yacht  Harbor  could  collect  an 
estimated  $458,440  annually  (314  parking  spaces  * $0.50  per  hour  * 8 hours  * 365 
days  a year)  from  charging  for  parking  at  the  Marina  parking  lot.  The  boat  owners 
would  continue  to  use  their  parking  permits  and  not  be  charged  for  using  the 
parking  lot.  There  would  be  undetermined  maintenance  expenses  related  to  the 
operation  of  the  multi-space  meters.  However,  such  expenses  should  be  outweighed 
by  the  expected  revenue.  Because  State  law  requires  all  of  the  revenues  generated 
from  the  Yacht  Harbor  property  be  deposited  into  the  Marina  Yacht  Harbor  Fund 
for  use  at  the  Yacht  Harbor,  any  parking  lot  charges  would  be  deposited  into  the 
Marina  Yacht  Harbor  Fund  for  use  at  the  Yacht  Harbor. 
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CONCLUSIONS 


The  Yacht  Harbor  conducts  cash  transactions  without  a cash  register.  A cash 
register  would  improve  accountability.  Further,  the  Marina  parking  lot  provides 
free  parking  to  many  non-boating  persons  including  commuters  form  the  North  Bay 
and  others. 

RECOMMENDATIONS 

The  Recreation  and  Park  Department  should: 

1.1  Purchase  a cash  register  for  the  Yacht  Harbor  that  can  be  concealed  or 
purchase  a cash  register  when  a new  Harbor  Office  is  built. 

1.2  Request  the  Board  of  Supervisors  to  give  consideration  to  approval  of  the 
purchase  and  installation  of  multi-space  parking  meters  to  charge  for  parking 
in  the  Marina  parking  lot. 

Costs/Beneftts 

A cash  register  would  cost  approximately  from  $220  to  $400  depending  on  the 
cash  register's  features  and  would  provide  the  Recreation  and  Park  Department 
with  a better  tool  to  audit  the  Yacht  Harbor’s  cash  receipts.  The  multi-space  parking 
meters  would  cost  approximately  $8,000  each  or  a total  of  $64,000  for  eight  meters 
and  would  generate  an  estimated  $458,440  annually  in  revenues. 
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SEQTIQN  2:  YACHT  HARBQjL.  MAINTENANCE 


Routine  maintenance  at  the  Yacht  Harbor  is  conducted  at  two  levels.  The 
four  day  crew  Assistant  Marina  Managers  provide  the  daily  maintenance  such  as 
renailing  the  dock  boards,  replacing  mooring  tires,  replacing  rubrails,  replacing 
mooring  rings.  The  Structural  Maintenance  Division  at  the  Recreation  and  Park 
Department  provides  maintenance  services  that  require  a specialized 
craftsperson  such  as  plumbers,  carpenters,  electricians,  and  painters.  Each  level 
of  maintenance  is  discussed  separately  under  sections  2.1  and  2.2. 

SECTION  2.1:  DAILY  MAINTENANCE 


BASED  ON  1991  REPAIR  ORDER  FORMS, 
THE  FOUR  ASSISTANT  MARINA 
MANAGERS  COMPLETED  298  ROUTINE 
MAINTENANCE  PROJECTS  IN  1991. 
EACH  EMPLOYEE  SPENT 

APPROXIMATELY  499  HOURS  IN  1991 
ON  REQUESTED  MAINTENANCE  WORK. 
BASED  ON  AN  AVERAGE  OF  224 
WORKING  DAYS  PER  YEAR,  EACH 
EMPLOYEE  WORKED  AN  AVERAGE  OF 
ONLY  2.2  HOURS  PER  DAY  ON 
REQUESTED  MAINTENANCE  WORK. 
ALLOWING  FOR  ONE  ADDITIONAL  HOUR, 
FOR  RELATED  BUT  NOT  DIRECT 
MAINTENANCE  WORK,  STILL  RESULTS 
IN  ONLY  3.2  HOURS  OF  MAINTENANCE 
WORK  PER  DAY.  THEREFORE,  THE 
ASSISTANT  MARINA  MANAGERS  SPEND 
ONLY  APPROXIMATELY  40  PERCENT  OF 
THEIR  TIME  ON  MAINTENANCE  WORK.  IT 
DOES  NOT  APPEAR  THAT  THE 
ASSISTANT  MARINA  MANAGERS  ARE 
MAXIMIZING  THE  TIME  WHICH  THEY 
SPEND  ON  MAINTENANCE  PROJECTS. 

56.2  PERCENT  OF  THE  298  PROJECTS 
INVOLVED  THREE  OR  MORE 
EMPLOYEES.  SOMETIMES  TWO  TO 
FOUR  EMPLOYEES  WORK  ON  THE  SAME 
JOB. 

TO  ENSURE  THE  ASSISTANT  MARINA 
MANAGERS  ARE  MAXIMIZING  THEIR 
TIME  ON  MAINTENANCE  PROJECTS,  THE 
MARINA  MANAGER  SHOULD  DEVELOP 
CRITERIA  FOR  THE  TIME  NEEDED  AND 
THE  NUMBER  OF  EMPLOYEES  NEEDED 
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FOR  JOBS  THAT  ARE  NORMALLY 
PERFORMED.  IN  ADDITION,  THE  MARINA 
MANAGER  SHOULD  DEVELOP  A 
PREVENTIVE  MAINTENANCE  PROGRAM 
AND  REPAIR  ORDER  REPORTING 
STANDARDS  FOR  THE  ASSISTANT 
MARINA  MANAGERS. 

The  Yacht  Harbor  employs  four  full-time  Assistant  Marina  Managers 
whose  primary  responsibility  is  to  conduct  daily  routine  maintenance  of  the 
Marina  Yacht  Harbor.  In  fact,  according  to  the  Marina  Manager,  the  day 
Assistant  Marina  Managers  are  to  spend  all  of  their  time  on  maintenance 
activities.  There  is  no  fixed  maintenance  schedule  of  routine  maintenance  where 
the  day  crew  would  come  into  work  in  the  morning  with  a list  of  projects  to  be 
completed  within  a time  frame.  Instead,  maintenance  work  requests  are 
generated  from  the  harbor  tenants,  the  Marina  Manager,  the  night  crew  and  the 
day  crew.  For  example,  a harbor  tenant  will  call  to  report  a sunk  mooring  tire  or 
during  their  night  rounds,  an  Assistant  Marina  Manager  will  note  a broken  dock 
box  lid  in  the  log  book. 

The  day  crew  will  transfer  these  maintenance  requests  onto  repair  order 
forms.  As  each  maintenance  request  is  completed,  the  date  of  completion,  work 
done,  employees  who  did  the  work  and  the  total  time  to  complete  the  job  is 
recorded  on  the  repair  order  form.  These  repair  orders  are  then  filed  by  date. 
Renailing  loose  nails  is  the  only  maintenance  activity  that  is  not  recorded  on  the 
repair  order  forms. 

As  a part  of  this  audit,  the  Budget  Analyst  reviewed  all  of  the  repair  orders 
completed  in  1991.  The  Yacht  Harbor  began  using  the  repair  order  forms  in  the 
middle  of  1990.  Thus,  we  chose  1991  because  it  represented  a full  year  of  completed 
maintenance  repair  forms.  Yacht  Harbor  employees  have  differing 
interpretations  of  total  hours  spent  to  complete  the  job.  Some  employees  wrote  total 
hours  as  the  total  work  hours  of  all  employees.  Others  interpreted  total  hours  as 
the  total  hours  to  complete  the  task.  Some  of  the  repair  forms  indicated  that  the 
total  hours  was  total  person  hours.  If  the  form  did  not  indicate  total  person  hours, 
the  number  of  employees  working  on  the  job  was  multiplied  by  the  number  of 
hours  worked  to  estimate  the  total  person  hours.  Further,  some  employees 
included  all  time  spent  on  the  project  including  walking  to  the  dock  and  getting 
supplies  while  others  only  recorded  the  actual  time  spent  performing  the  task. 
Thus,  there  is  no  one  dear  definition  of  total  hours  as  recorded  on  the  repair  order 
form.  In  addition,  the  Marina  Manager  reports  that  the  repair  order  forms  do  not 
represent  all  of  the  maintenance  work  completed  by  the  Yacht  Harbor  employees. 
Nonetheless,  the  following  is  a summary  of  our  review  of  the  1991  repair  order 
forms: 

• A total  of  298  routine  maintenance  projects  were  completed  in  1991. 
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• These  298  projects  took  approximately  1,997  hours  of  work  to  complete  which, 
based  on  224  average  working  days  in  a year  (an  average  of  1,792  hours  worked 
annually  by  City  employees  divided  by  eight  hours  equals  224  days),  is 
approximately  nine  hours  per  working  day.  Each  of  the  four  employees  spent 
approximately  499  hours  in  1991  on  requested  maintenance  work  or  an  average 
of  2.2  hours  per  working  day.  If  an  additional  hour  is  included  to  compensate 
for  those  total  work  hours  that  did  not  include  walking  on  the  docks  or  getting 
supplies,  then  each  employee  spent  approximately  3.2  hours  (2.2  hours  of 
maintenance  work  plus  one  hour  for  walking  on  the  docks  and/or  getting 
supplies)  on  maintenance  work  each  working  day. 

• An  average  of  8.67  days  elapsed  from  the  request  for  maintenance  work  and 
completion  of  the  job. 

• 56.2  percent  of  the  298  projects  involved  three  or  more  employees.  Sometimes 
two  to  four  employees  would  work  on  the  same  job.  Interviews  with  boat 
owners  indicate  that  there  often  appears  to  be  more  employees  than  necessary 
to  complete  a job.  These  boat  owners  noted  that  they  often  see  Assistant  Marina 
Managers  standing  around  with  nothing  to  do  while  one  or  more  other 
employees  complete  the  task.  The  Budget  Analyst  did  not  observe  enough  daily 
maintenance  activity  to  draw  any  conclusions. 

Our  review  of  the  1991  repair  order  forms  indicates  that  the  Assistant 
Marina  Managers  are  spending  40  percent  of  their  hours  on  requested 
maintenance  work.  For  the  balance  of  the  60  percent  of  their  time,  they  renail 
loose  nails,  retie  loose  boat  lines,  work  in  the  office  and  inspect  the  docks  and 
boats.  Thus,  they  are  not  spending  all  of  their  time  on  requested  maintenance 
work.  However,  these  other  tasks  are  not  documented,  and  therefore,  are  difficult 
to  verify.  In  addition,  there  appears  to  be  an  inconsistent  number  of  employees 
working  on  the  same  maintenance  projects.  To  ensure  that  the  Assistant  Marina 
Managers  are  maximizing  their  time  at  work  on  maintenance  projects,  the 
Marina  Manager  should: 

• Develop  a list  of  jobs  that  are  normally  performed  by  the  Assistant  Marina 
Managers  with  the  maximum  number  of  employees  to  work  on  each  job  and 
expected  time  required  to  complete  the  task.  For  example,  replacing  mooring 
tires  requires  a maximum  of  two  employees  and  the  job  should  take 
approximately  1.5  hours  to  complete. 

• Develop  a preventive  maintenance  program  with  specific  goals  for  teams  of 
employees  on  a bi-weekly  basis.  This  way,  employees  will  have  work  to  perform 
during  periods  of  lime  when  there  are  no  specific  maintenance  requests. 

• Develop  Repair  Order  reporting  standards  for  hours  worked  and  monitor  the 
actual  work  accomplished  on  a monthly  basis  in  order  to  ensure  work  is 
completed  in  a timely  manner. 
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Conclusions 


A total  of  298  maintenance  projects  were  completed  by  the  Assistant  Marina 
Managers  in  1991.  The  Assistant  Marina  Managers  are  spending  approximately 

3.2  hours  per  working  day  or  only  40  percent  of  their  time  on  maintenance 
projects.  The  3.2  hours  includes  allowing  for  one  hour  for  related  but  not  direct 
maintenance  work.  Approximately  56.2  percent  of  the  298  projects  involved  three 
or  more  employees.  Sometimes  up  to  four  employees  work  on  the  same  job.  Thus, 
the  Assistant  Marina  Managers  are  not  spending  all  of  their  time  on 
maintenance  work  nor  does  it  appear  they  are  maximizing  the  time  which  they 
spend  on  maintenance  projects. 

RECOMMENDATIONS 

In  order  to  maximize  the  Assistant  Marina  Managers’  time  at  work  on 
maintenance  projects,  the  Marina  Manager  should: 

2.1.1  Develop  a list  of  maintenance  jobs  that  are  normally  performed  by  the 
Assistant  Marina  Managers  with  a maximum  number  of  employees  to 
work  on  each  job  and  the  expected  time  required  to  complete  the  task. 

2.1.2  Develop  a preventive  maintenance  program  with  specific  goals  for  teams  of 
employees  on  a bi-weekly  basis. 

2.1.3  Develop  repair  order  reporting  standards  for  hours  worked  and  monitor  the 
actual  work  accomplished  on  a monthly  basis  in  order  to  ensure  work  is 
completed  in  a timely  manner. 

Costs/benefits 

The  implementation  of  these  recommendations  should  not  result  in  any 
additional  costs  and  should  result  in  ensuring  that  the  Yacht  Harbor  is  receiving 
the  maximum  level  of  maintenance  services  on  a daily  basis. 
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SECTION  2.2:  RECREATION  AND  PARK  DEPARTMENT’S 
STRUCTURAL  MAINTENANCE  DIVISION 


• IN  FY  1991-92  THE  YACHT  HARBOR 
WORK  ORDERED  $100,000  FOR 
MAINTENANCE  SERVICES.  YET  THE 
RECREATION  AND  PARK  DEPARTMENT’S 
STRUCTURAL  MAINTENANCE  DIVISION 
PROVIDED  THE  YACHT  HARBOR  WITH 
ONLY  APPROXIMATELY  $74,830  WORTH 
OF  MAINTENANCE  SERVICES. 

• THE  STRUCTURAL  MAINTENANCE 
DIVISION  SHOULD  DEVELOP  A 
MAINTENANCE  BUDGET  FOR  THE 
YACHT  HARBOR  BASED  ON  THE  ACTUAL 
COST  TO  PROVIDE  MAINTENANCE 
SERVICES  FROM  THE  PREVIOUS  FISCAL 
YEAR. 

• WHILE  THE  MARINA  MANAGER,  YACHT 
HARBOR  STAFF  AND  BOAT  OWNERS 
REPORT  THAT  PLUMBING  AND 
ELECTRICAL  SERVICES  ARE  THE  MOST 
IMPORTANT  SERVICES  REQUIRED  BY 
THE  YACHT  HARBOR,  ONLY  59  PERCENT 
OF  THE  SERVICES  PROVIDED  BY  THE 
STRUCTURAL  MAINTENANCE  DIVISION 
IN  FY  1991-92  FOR  THE  YACHT  HARBOR 
WERE  FOR  SUCH  PLUMBING  AND 
ELECTRICAL  SERVICES. 

• THE  MARINA  MANAGER  SHOULD 
PRIORITIZE  PLUMBING  AND  ELECTRICAL 
JOB  ORDER  REQUESTS  FROM  THE 
YACHT  HARBOR. 

The  Recreation  and  Park  Department’s  Structural  Maintenance  Division 
consists  of  75  full-time  crafts  persons,  eight  full-time  craft  supervisors,  one 
Superintendent  and  two  administrative  support  positions.  This  Division  provides 
structural  maintenance  services  to  all  of  the  Department’s  facilities,  including 
the  Yacht  Harbor.  This  maintenance  work  includes  plumbing,  electrical  and 
carpentry  work.  For  fiscal  years  1990-91  through  1992-93,  the  Yacht  Harbor  has 
workordered  funds  in  the  amount  of  $100,000  each  year  to  the  Structural 
Maintenance  Division  to  provide  craft  related  maintenance  services  to  the  Yacht 
Harbor.  This  $100,000  is  to  cover  all  costs  the  Department  incurs  to  provide  the 
Yacht  Harbor  with  maintenance  services  including  materials  and  supplies  and 
overhead. 
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To  receive  maintenance  services,  Yacht  Harbor  staff  submit  a job  order  to 
the  Structural  Maintenance  Division  which  then  gives  job  order  numbers  and  a 
priority  status.  Other  Divisions  within  the  Recreation  and  Park  Department,  such 
as  Candlestick  Park,  receive  structural  maintenance  services  from  the  Structural 
Maintenance  Division.  The  Structural  Maintenance  Division  treats  each  request 
from  all  of  the  Divisions  in  the  order  of  priority.  Emergency  work  is  given  highest 
priority  and  routine  maintenance  lowest.  Work  completed  is  not  tracked 
according  to  cost  and  the  various  divisions  within  the  Recreation  and  Park 
Department  are  not  charged  for  specific  projects.  Instead,  the  Structural 
Maintenance  Division  tries  to  complete  as  many  jobs  as  possible  during  the  course 
of  the  fiscal  year,  regardless  of  the  original  work  order  amount. 

During  the  course  of  this  audit,  we  reviewed  all  of  the  requested  and 
completed  job  orders  for  the  Yacht  Harbor  and  Marina  Green  from  FY  1991-92. 
The  Structural  Maintenance  Division  completed  129  jobs  for  the  Yacht  Harbor  and 
Marina  Green  in  FY  1991-92  which  comprised  1,066  labor  hours.  There  were  an 
additional  35  job  order  requests  for  the  Yacht  Harbor  and  Marina  Green  that,  as 
of  August  20,  1992,  have  not  been  completed  by  the  Structural  Maintenance 
Division. 

The  Structural  Maintenance  Division  requires  the  maintenance  employees 
to  record  time  and  materials  used  on  each  job  order.  We  calculated  these  total 
hours  and  multiplied  them  by  the  hourly  rate  (salary  plus  fringe  benefits)  for  each 
project  to  get  the  cost  for  labor  to  complete  Yacht  Harbor  maintenance  work.  The 
following  is  a summary  of  the  estimated  costs  associated  with  these  129  completed 
maintenance  jobs  in  FY  1991-92: 

Item 

Direct  Labor  (salaries  plus  fringes) 

Materials  and  Supplies 

Vehicle  Costs  (mileage  & maintenance) 

Overhead 

FY  1991-92  Total  Estimated  Cost  of  Structural 
Maintenance  Services  $74,830 

FY  1991-92  Budgeted  Cost  of  the  Yacht  Harbor  100.000 

Excess  Funds  Provided  by  the  Yacht  Harbor  to  the 
Recreation  and  Park  Department's  Structural 
Maintenance  Division  $25,170 


1The  Structural  Maintenance  Division’s  budget  for  materials  and  supplies  is  12.19  percent  of  the 
Division’s  total  labor  costs.  This  figure  was  used  to  estimate  the  Division’s  costs  for  materials  and 
supplies  used  for  the  Marina  Yacht  Harbor. 

2Overhead  was  estimated  based  on  the  Marina  Yacht  Harbor’s  percentage  of  the  Structural 
Maintenance  Division’s  total  budget  or  1.47  percent  multiplied  by  the  total  salaries  of  the  craft 
foremen,  administrative  support  personnel  and  electrical  and  other  miscellaneous  costs  as  well 
as  the  Structural  Maintenance  Division’s  portion  of  the  Recreation  and  Park  Department’s 
overhead  and  the  Structural  Maintenance  Division’s  portion  of  the  Citywide  overhead. 


Amount 
$36,748 
4,480! 
10,932 
22.67 Q1 2 
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The  Head  of  the  Structural  Maintenance  Division  contends  that  the 
Department  does  not  try  to  provide  the  Yacht  Harbor  with  exactly  $100,000  worth 
of  services  each  year.  He  advises  that  the  Yacht  Harbor  has  received  in  past  years 
more  than  $100,000  worth  of  maintenance  services  and  in  other  years  less.  He 
reports  that,  over  time,  the  total  services  to  the  Yacht  Harbor  equal  the  amount 
paid  by  the  Yacht  Harbor.  Because  the  Structural  Maintenance  Division  does  not 
track  its  costs  to  provide  maintenance  services,  the  Budget  Analyst’s  Office  is 
unable  to  substantiate  the  claim  of  the  Head  of  the  Structural  Maintenance 
Division.  Further,  the  Structural  Maintenance  Division  did  not  provide  the  Yacht 
Harbor  with  all  of  the  requested  maintenance  services  in  FY  1991-92.  It  appears 
that  the  Structural  Maintenance  Division  has  used  $25,170  of  Marina  Yacht 
Harbor  funds  to  subsidize  other  maintenance  services  within  the  Recreation  and 
Park  Department. 

In  order  to  ensure  that  the  Yacht  Harbor  is  receiving  the  maintenance 
services  it  pays  for,  the  Yacht  Harbor  should  request  the  Structural  Maintenance 
Division  to: 

• Develop  the  maintenance  budget  for  the  Yacht  Harbor  based  on  the  actual  cost 
to  provide  maintenance  services  from  the  previous  fiscal  year.  Such  cost 
accounting  should  include  the  cost  of  materials  and  supplies  used  in  the  Yacht 
Harbor  and  overhead  rates  for  the  services  provided  to  the  Yacht  Harbor. 
These  cost  estimates  with  the  corresponding  level  of  services  should  be 
provided  to  the  Marina  Manager  prior  to  establishing  the  Yacht  Harbor’s 
annual  maintenance  budget.  If  additional  work  is  required  during  the  year, 
the  Marina  Manager  can  request  it  at  that  time  and  additional  funds  could  be 
provided. 

• At  the  end  of  the  fiscal  year,  the  Structural  Maintenance  Division  should 
provide  the  Yacht  Harbor  with  a list  of  services  provided  to  the  Yacht  Harbor 
during  that  year  and  if  requested  job  orders  were  not  completed,  those  should 
be  reported  and  an  estimated  time  of  completion  provided  for  each  job  order 
request. 

Tvnes  of  Service  Required  and  Received  from  the  Structural  Maintenance  Division 

During  discussions  with  Yacht  Harbor  employees  and  Yacht  Harbor 
tenants,  it  became  clear  that  the  Yacht  Harbor  requires  considerable  plumbing 
and  electrical  services.  The  Marina  Manager  stated  that  the  Yacht  Harbor  could 
use  a full-time  plumber.  The  Harbor  tenants  primarily  complain  about  the  poor 
condition  of  the  restroom  facilities  and  the  electrical  system.  Both  are  very  old  and 
should  either  be  replaced  or  will  require  extensive  maintenance.  The  toilet  head  at 
the  East  Harbor  is  in  such  poor  condition  that  the  bathroom  is  closed  and  the 
Yacht  Harbor  tenants  must  use  portable  bathrooms. 
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In  fact,  in  FY  1991-92,  only  405  of  the  Structural  Maintenance  Division’s 
1,066  hours,  or  38  percent  was  for  plumbing  services  and  only  225  hours  for 
electrical  services  or  21  percent.  Thus,  these  two  crafts  comprised  59  percent  of 
the  completed  job  orders  to  the  Yacht  Harbor.  Further,  14  or  40  percent  of  the  35 
uncompleted  job  orders  from  FY  1991-92  were  plumbing  jobs. 

The  Marina  Manager  should  prioritize  plumbing  and  electrical  job  order 
requests  from  the  Yacht  Harbor  to  the  Structural  Maintenance  Division. 

CONCLUSIONS 

The  Recreation  and  Park  Department’s  Structural  Maintenance  Division 
provides  structural  maintenance  services  (plumbing,  electrical  and  carpentry 
work)  to  the  Yacht  Harbor  through  work  orders.  In  FY  1991-92  the  Yacht  Harbor 
work-ordered  $100,000  to  the  Structural  Maintenance  Division  to  provide  the 
Yacht  Harbor  with  maintenance  services.  In  FY  1991-92,  the  Structural 
Maintenance  Division  completed  129  maintenance  jobs  at  an  estimated  cost  of 
$74,830  or  $25,170  less  than  the  actual  amount  workordered  by  the  Yacht  Harbor. 
Of  the  129  jobs  provided  by  the  Structural  Maintenance  Division,  only 
approximately  59  percent  were  for  electrical  and  plumbing  maintenance  work 
which  are  reportedly  the  most  important  maintenance  requests  of  the  Yacht 
Harbor. 

recommendations 

To  ensure  the  Yacht  Harbor  receives  from  the  Recreation  and  Park 
Department’s  Structural  Maintenance  Division  the  maintenance  services  it  pays 
for,  the  Yacht  Harbor  should  request  the  Structural  Maintenance  Division  to: 

2.2.1  Develop  a maintenance  budget  for  the  Yacht  Harbor  based  on  the  actual 
cost  to  provide  maintenance  services  from  the  previous  fiscal  year.  If 
additional  structural  maintenance  services  are  required  during  the  course 
of  the  fiscal  year,  additional  funds  can  be  work-ordered  to  the  Structural 
Maintenance  Division  for  that  purpose. 

2.2.2  At  the  end  of  the  fiscal  year  the  Structural  Maintenance  Division  should 
provide  the  Yacht  Harbor  with  a list  of  services  provided  to  the  Yacht 
Harbor  during  that  year  and  if  requested  job  orders  were  not  completed, 
those  job  order  requests  should  be  reported  and  an  estimated  time  to 
complete  the  projects  provided. 

In  addition,  the  Marina  Manager  should: 

2.2.3  Prioritize  plumbing  and  electrical  job  order  requests  submitted  to  the 
Structural  Maintenance  Division. 
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Costs/Benefits 


Because  the  Structural  Maintenance  Division  already  tracks  the  total  hours 
worked  for  each  project,  the  Division  should  be  able  to  track  the  costs  to  provide  the 
Yacht  Harbor  with  maintenance  services  at  no  additional  cost  to  the  Department. 
If  the  Structural  Maintenance  Division  had  charged  the  Yacht  Harbor  only  for 
those  services  provided  the  Yacht  Harbor  in  FY  1991-92,  the  Yacht  Harbor  could 
have  either  saved  approximately  $25,170  in  FY  1991-92  or  received  additional 
requested  maintenance  services. 
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SECTION  3:  THE  WAITING  LIST 


THE  CONTROLLER’S  OFFICE  COMPLETED  AN 
AUDIT  OF  THE  YACHT  HARBOR’S  WAITING 
LIST  FOR  ASSIGNING  VACANT  BERTHS.  THE 
CONTROLLER'S  AUDIT  RECOMMENDED 
ESTABLISHING  A WAITING  LIST  FEE  AND 
RECOMPILING  AN  UPDATED  WAITING  LIST. 
THE  YACHT  HARBOR  HAS  IMPLEMENTED 
THE  CONTROLLER’S  OFFICE 
RECOMMENDATIONS.  HOWEVER,  SOME 
WAITING  LIST  APPLICANTS  AND  BOAT 
OWNERS  CONTINUE  TO  QUESTION  THE 
PROPRIETY  OF  THE  YACHT  HARBOR’S 
ASSIGNMENT  OF  BERTHS.  THUS,  ALTHOUGH 
THE  BUDGET  ANALYST  RECOGNIZES  THE 
YACHT  HARBOR’S  EFFORTS  TO  IMPROVE 
THE  WAITING  LIST,  THE  PUBLIC’S  CONCERNS 
SHOULD  CONTINUE  TO  BE  ADDRESSED. 


• THE  RECREATION  AND  PARK  DEPARTMENT 
SHOULD  REMOVE  MANAGEMENT  OF  THE 
WAITING  LIST  FOR  ASSIGNING  VACANT 
BERTHS  FROM  THE  YACHT  HARBOR  TO  THE 
RECREATION  AND  PARK  DEPARTMENT’S 
ADMINISTRATION  DIVISION  AND  HIRE  AN 
ADDITIONAL  .5  FTE  TO  MANAGE  THE 
WAITING  LIST. 

The  Yacht  Harbor  maintains  18  separate  waiting  lists  for  small  craft  berths 
because  of  the  different  berth  sizes  available.  In  July  of  1989,  the  current  Marina 
Manager  was  appointed  as  the  Interim  Harbor  Manager.  At  that  time,  there  were 
approximately  1,100  persons  on  the  waiting  list.  Currently  there  are  309  persons  on 
the  waiting  list.  One  of  the  applicants  has  been  waiting  since  1959  to  be  assigned  a 
berth.  The  Marina  Manager  decided  to  suspend  use  of  the  then  existing  waiting  list 
because  he  found  it  difficult  to  establish  the  accuracy  of  the  waiting  lists  and 
associated  records. 

To  ensure  that  the  assignment  of  vacant  berths  was  fair  and  reasonable,  the 
General  Manager  of  the  Recreation  and  Park  Department  requested  the  Marina 
Manager  to  develop  new  waiting  list  rules  and  procedures.  On  July  25,  1991,  the 
Recreation  and  Park  Commission,  in  Resolutions  16172  and  16174,  approved  the 
revised  rules  and  regulations  for  the  waiting  list  procedures  for  assigning  berths. 

In  September  of  1991,  the  Recreation  and  Park  Department  requested  the 
Controller’s  Office  to  conduct  an  audit  of  the  Yacht  Harbor’s  waiting  lists.  The  audit 
evaluated  the  accuracy  of  the  entries  on  the  Yacht  Harbor’s  waiting  lists  and 
associated  records,  and  the  extent  to  which  the  lists  and  records  could  be  relied  on 
to  compile  a new  waiting  list  under  the  newly  issued  procedures  of  the  Recreation 
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and  Park  Commission.  The  findings  and  recommendations  of  the  Controller’s  Office 
audit  are  as  follows: 

Findings: 

• The  Department  has  poor  internal  controls  over  assignment  of  vacant  berths  and 
has  little  assurance  that  its  waiting  lists  are  accurate  and  up  to  date. 

• The  Department’s  efforts  to  recompile  its  waiting  lists  will  be  difficult  because 
applicant  address  information  is  often  incorrect. 

Recommendations: 

• Verify  all  addresses  it  has  for  its  applicants  and  publicize  its  efforts  to  recompile 
its  waiting  lists. 

• Verify  all  entries  on  its  waiting  lists  to  supporting  application  cards, 
correspondence,  and  other  records;  and 

• Implement  its  new  procedures  for  recompiling  its  waiting  lists,  and  establish 
sufficient  internal  controls  to  ensure  that  entries  are  properly  authorized,  and 
that  original  documents  and  records  are  safeguarded. 

The  Yacht  Harbor’s  Implementation  of  the  Controller’s  Recommendations 

In  response  to  the  Controller’s  Audit  Division  recommendations,  the  Yacht 
Harbor  has  sent  out  notices  to  all  persons  on  the  waiting  lists  and  publicized  its 
efforts  to  recompile  its  waiting  list  The  Yacht  Harbor  required  a $50  fee  to  remain 
on  the  waiting  list  which  must  be  renewed  every  five  years  by  paying  an  additional 
$50.  Waiting  fist  applicants  had  until  September  30,  1992  to  complete  new  waiting 
list  applications  and  submit  the  $50  registration  fee.  The  applicants  are  to  maintain 
precedence  on  the  waiting  list  according  to  their  original  date  of  application.  The 
Yacht  Harbor  received  309  applications  and  registration  fees  and  has  compiled  the 
new  waiting  fists. 

Although  September  30,  1992  was  the  cut-off  date  for  the  new  waiting  fist 
applications  and  the  $50  registration  fee,  the  Marina  Manager  has  opened  the 
waiting  fist  to  new  applicants  to  allow  more  persons  an  opportunity  to  be  able  to  be 
added  to  the  new  waiting  fist.  In  addition,  upon  consultation  with  the  City 
Attorney’s  Office,  the  Recreation  and  Park  Department  permitted  eight  persons  who 
had  been  on  the  previous  waiting  fist  to  submit  their  $50  registration  fee 
subsequent  to  the  September  30, 1992  deadline.  However,  the  Marina  Manager  did 
not  advertise  the  deadline  extension  to  provide  all  interested  parties  with  an 
opportunity  to  submit  their  new  applications  beyond  the  deadline  date.  The  Marina 
Manager  explained  that  these  eight  persons  had  legitimate  reasons  for  their  late 
application  and  registration  fee  submittals. 
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Nonetheless,  the  notice  to  submit  the  waiting  list  applications  and  the  $50  fee 
specifically  listed  the  deadline  as  September  30,  992.  As  such,  in  the  judgment  of 
the  Budget  Analyst,  the  waiting  list  applicants  who  submitted  applications  prior  to 
September  30,  1992  should  receive  priority  from  those  applications  which  the 
Harbor  Office  allowed  to  be  submitted  late,  regardless  of  their  previous  position  on 
the  waiting  list. 

Other  Problems  Associated  with  the  Waiting  List 

Although  the  Budget  Analyst  recognizes  the  Yacht  Harbor’s  attempts  to 
improve  the  waiting  list  and  make  it  more  accountable,  there  are  problems,  that,  if 
resolved,  would  lead  to  better  accountability. 

Interviews  conducted  by  the  Budget  Analyst's  Office  with  ten  current  berth 
holders  and  waiting  list  applicants  and  discussions  at  the  November,  1992  Boat 
Owners  Association  meeting  indicate  an  apprehension  regarding  Yacht  Harbor’s 
berth  leases,  subleases  and  the  waiting  list.  These  interviewees  noted  that  because 
they  have  not  been  provided  with  waiting  list  status  reports  and  because  they  have 
been  unable  to  receive  a status  of  the  waiting  list  when  they  inquire  at  the  Marina 
Manager’s  Office,  they  suspect  that  the  Marina  staff  are  giving  berths  to  persons 
who  are  not  on  the  waiting  list  or  who  are  low  on  the  waiting  fist.  The  Budget 
Analyst  did  not  find  any  impropriety  with  the  assignment  of  boats  off  of  the  waiting 
list.  Although  these  interviewees  did  not  provide  the  Budget  Analyst  with  any 
documentation  to  support  their  suspicions,  in  order  to  alleviate  the  impression  that 
the  assignment  of  vacant  berths  is  unfair,  the  Recreation  and  Park  Department 
should: 

• Remove  responsibility  for  managing  the  Yacht  Harbor's  waiting  list  from  the 
Yacht  Harbor  Office  and  assign  such  responsibility  to  the  Recreation  and  Park 
Department’s  Administrative  Division,  a Division  independent  of  the  Yacht 
Harbor.  The  Recreation  and  Park  Department  should  hire  an  additional  .5  FTE 
Account  Clerk  to  be  paid  from  the  Marina  Yacht  Harbor  Fund  to  manage  the 
waiting  list  and  the  boat  transfers  from  the  McLaren  Lodge  instead  of  the  from 
the  Yacht  Harbor.  The  Marina  staff  would  inform  the  Account  Clerk  of  an  open 
berth  and  the  Account  Clerk  would  be  responsible  for  assigning  someone  to  the 
berth  from  the  waiting  list  with  the  approval  of  the  Marina  Manager.  Because 
the  waiting  list  is  currently  managed  by  the  Marina  Manager,  hiring  an 
additional  .5  FTE  clerk  would  not  result  in  a staff  reduction  at  the  Yacht  Harbor, 
but  it  would  eliminate  the  controversy  regarding  the  waiting  list. 

Since  the  Recreation  and  Park  Department  is  currently  in  the  process  of  hiring  a 
.5  FTE  Account  Clerk  to  assist  with  the  Yacht  Harbor’s  billings,  this  Account 
Clerk  position  should  be  expanded  to  a full-time  position  and  the  responsibilities 
increased  to  include  managing  the  Yacht  Harbor’s  waiting  list.  In  this  way, 
berths  would  be  assigned  by  an  office  independent  of  the  Yacht  Harbor. 

• This  Account  Clerk  should  send  notices  twice  a year  to  waiting  list  applicants  to 
inform  them  of  their  position  on  the  waiting  list  and  to  confirm  the  applicant’s 
address  and  telephone  number. 
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Conclusions 


The  Controller  s Office  conducted  an  audit  of  the  Yacht  Harbor’s  waiting  list 
that  concluded  the  Department  has  poor  internal  controls  over  assignment  of  vacant 
berths  and  that  waiting  list  application  address  information  is  often  incorrect.  The 
Controller’s  Office  recommended  that  the  Department  should  recompile  its  waiting 
list  by  notifying  all  waiting  list  applicants  of  the  recompilation  and  charging  a $50 
fee  to  remain  on  the  waiting  list.  The  Yacht  Harbor  has  implemented  the 
Controller’s  Office  recommendations  and  has  a new  waiting  list  of  309  applicants. 
However,  there  is  still  concern  among  boat  owners  and  waiting  list  applicants 
regarding  the  Yacht  Harbor  assignment  of  vacant  berths  and  the  waiting  list. 

HEC  QMMENDATIQNS 

To  alleviate  the  impression  that  the  assignment  of  vacant  berths  is  unfair, 
the  Recreation  and  Park  Department  should: 

3.1  Remove  responsibility  for  managing  the  waiting  list  from  the  Harbor  Office  to 
the  Recreation  and  Park  Department’s  Administration  Division. 

3.2  Hire  an  additional  .5  FTE  Account  Clerk  to  be  paid  from  the  Marina  Yacht 
Harbor  Fund  to  manage  the  waiting  list  and  the  boat  transfers  with  the 
approval  of  the  Marina  Manager. 

3.3  Require  the  .5  FTE  Account  Clerk  to  send  notices  twice  a year  to  waiting  list 
applicants  to  inform  them  of  their  position  on  the  waiting  list  and  to  confirm 
the  applicant’s  address  and  telephone  numbers. 

Costs/Benefits 

The  additional  .5  FTE  Account  Clerk  would  cost  approximately  $16,133 
annually  for  salary  and  fringe  benefits.  However,  transferring  the  management  of 
the  waiting  list  to  an  Account  Clerk  in  the  Recreation  and  Park  Department’s 
Administration  Division  would  result  in  an  office  independent  of  the  Yacht  Harbor 
to  assign  vacant  berths. 
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SECTION  4:  CAPITAL  PROJECTS 


As  of  August  of  1992,  the  Yacht  Harbor’s  budget  for  capital  projects  has  an 
unexpended  balance  of  $985,589.  These  unexpended  funds  were  budgeted  for 
various  capital  maintenance  projects  such  as  replacing  berths,  breakwater  repairs, 
dredging,  implementation  of  the  Marina  Master  Plan  and  a lighting  project  for  the 
East  Harbor.  The  Superintendent  for  Parks  has  indicated  that  the  Recreation  and 
Park  Department  is  in  the  process  of  developing  a prioritization  of  capital  projects 
and  their  corresponding  timelines  to  begin  work  on  the  previously  budgeted  capital 
projects. 

The  following  sections  are  a discussion  of  two  capital  projects  that  the  Budget 
Analyst  believes  require  special  attention. 

SECTION  4.1 : THE  MARINA  MASTER  PLAN 

• THE  YACHT  HARBOR  FACILITIES  ARE 
OLD  AND  WORN  AND  IN  NEED  OF 
REPLACEMENT.  THE  MARINA  MASTER 
PLAN,  COMPLETED  IN  1989,  ADDRESSED 
THE  RENOVATION  REQUIREMENTS  OF 
THE  YACHT  HARBOR.  IN  1989  THE 
BOARD  OF  SUPERVISORS  DID  NOT 
APPROVE  THE  RECREATION  AND  PARK 
DEPARTMENT’S  REQUEST  TO  APPLY 
FOR  A LOW  INTEREST  LOAN  TO  FUND 
THE  RENOVATIONS  CONSIDERED 
NECESSARY,  AS  CONTAINED  IN  THE 
MARINA  MASTER  PLAN  BECAUSE  OF 
CONCERNS  OF  MARINA  RESIDENTS. 

Condition  of  the  Marina  Yacht  Harbor 

The  Marina  Yacht  Harbor  facilities  have  existed  in  their  present  size  and 
configuration  since  1963  when  the  last  major  improvements  occurred.  Interviews 
conducted  by  the  Budget  Analyst's  Office  with  ten  boat  owners  and  discussions  at 
the  November,  1992  Boat  Owners  Association  meeting  indicate  a dissatisfaction 
with  the  overall  condition  of  the  Marina.  Many  boat  owners  complain  about  the 
ocean  surge  rocking  their  boats  or  inadequate  dredging  which  makes  it  difficult  to 
navigate  their  boats  in  and  out  of  the  harbor.  Fewer  boaters  were  dissatisfied  with 
the  docking  system,  though  most  of  the  boaters  complained  about  the  electrical 
system  and  the  plumbing.  Based  on  our  site  inspections,  the  Budget  Analyst  notes 
that  the  facilities  appear  old  and  worn  and  the  docks  relatively  unsteady. 
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In  addition  to  the  public’s  perception  of  the  Marina’s  facilities,  the  Recreation 
and  Park  Department  has  contracted  on  three  separate  occasions  for  the 
professional  opinions  of  engineering  firms.  For  example,  a condition  inspection 
conducted  in  1991  by  Snug  Harbor  Consultants  in  conjunction  with  Noble 
Consultants  indicated  that  the  Marina  is  in  overall  poor  condition.  As  noted  on  page 
five  of  the  Snug  Harbor  Consultants  report: 

“The  overall  condition  of  the  San  Francisco  small  craft  marina  and  Yacht 
Harbor  is  poor.  Old  age  and  the  problems  associated  with  older  facilities  are 
readily  apparent  in  this  harbor.  Rust,  dry  rot,  decay  and  general  deterioration 
are  evident  at  all  locations  in  the  marina.  There  are  random  locations 
throughout  the  basins  that  have  had  recent  work  done  (within  the  last  two 
years),  but  it  is  not  general  maintenance  that  is  required  to  bring  this  marina 
into  the  forefront  of  marina  technology.  Marinas  of  this  age  were  expected  to 
last  from  10  to  20  years  with  a fair  amount  of  daily  maintenance  to  help  them 
last  that  long.  Marinas  built  today  of  newer  materials  and  with  a greater 
understanding  of  the  forces  that  act  on  floating  bodies  can  be  expected  to  last 
fifty  years  or  more  with  far  less  maintenance.”1 

Further,  Moffatt  & Nichol,  Engineers  reported  on  page  one  of  the  San 
Francisco  Marina  Master  Plan  Final  report  dated  May,  1989: 

“The  San  Francisco  Marina  is  in  a location  that  is  exposed  to  severe  wave 
conditions  due  to  winds  and  heavy  vessel  traffic.  Both  the  East  and  West 
Harbors  are  subject  to  waves  and  surge  that  exceed  recommended  levels  for 
small  craft  harbors.  This  situation  has  resulted  in  a high  incidence  of  damage 
and  a requirement  for  excessive  maintenance.  The  existing  dock  system  is  in 
poor  overall  condition.  Many  of  the  docks  are  over  twenty-five  years  old  and 
need  replacement.  The  existing  dock  utilities  are  outdated  and  badly 
deteriorated.  Required  repairs  are  becoming  increasingly  expensive  and 
frequent.  A major  short-coming  is  the  lack  of  a fire  protection  systems  on  the 
docks.  The  accumulation  of  sediment  over  the  years  has  made  it  necessary  to 
dredge  the  harbors  in  order  to  maintain  navigable  water  depths.”2 

Finally,  in  1983,  Parsons  BrinckerhofF  Quade  & Douglas,  Inc.,  (PBQ&D)  an 
engineering  firm,  was  hired  to  conduct  a feasibility  study  of  the  Marina’s 
breakwaters.  As  a result  of  their  study,  PBQ&D’s  concluded  that,  “The  outer  West 
Harbor  is  protected  from  ocean  swells  coming  through  the  Golden  Gate  from  the 
west  by  a rubble-mound  breakwater,  but  is  unprotected  and  exposed  to  waves 
generated  within  the  confines  of  the  Bay.  Docks  and  small  crafts  berthed  in  the 
Outer  West  Harbor  have  sustained  damage  in  the  past  from  waves  originating  in 
the  Bay.”3 


1 Condition  Inspection  City  and  County  of  San  Francisco  Small  craft  Marina  and  Yacht  Harbor,  Snug 
Harbor  Consultants  in  conjunction  with  Noble  Consultants,  Inc.  June  22, 1991 

2 The  San  Francisco  Marina  Master  Plan,  Final , Moffatt  & Nichol,  Engineers,  May,  1989. 

3 Marina  Breakwater  Feasibility  Study,  Parsons  Brinckerhoff  Quade  & Douglas,  Inc.  October  31, 


1983. 
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The  Recreation  and  Park  Department's  Response  to  the  Condition  of  the  Marina 
Yacht  Harbor-The  Marina  Master  Plan 

In  sum,  there  seems  to  be  agreement  among  engineering  professionals,  Yacht 
Harbor  and  Recreation  and  Park  Department  staff  and  the  public,  that  the  Yacht 
Harbor  needs  to  build  new  breakwaters  and  needs  to  replace  the  docks,  electrical 
systems  and  plumbing.  In  response  to  these  problems,  in  1988  the  Recreation  and 
Park  Department  contracted  with  an  engineering  firm,  Moffatt  & Nichol  to  conduct 
a breakwater  study  and  a Master  Plan  for  the  Marina  Yacht  Harbor.  As  part  of  this 
audit,  the  Board  of  Supervisors  requested  the  Budget  Analyst  to  review  the 
Requests  for  Bids  (RFP)  for  each  of  the  Marina  Master  Plans  and  the  bids  that  were 
subsequently  submitted. 

In  1987,  the  Recreation  and  Park  Department  budgeted  $125,000  for  a 
Master  Plan  study  of  the  Marina  Yacht  Harbor  and  work-ordered  these  fimds  to  the 
Department  of  Public  Works  Bureau  of  Engineering  to  develop  and  advertise  the 
RFP  for  the  Master  Plan  Study  and  manage  the  contract.  The  following  three 
companies  submitted  proposals  for  the  Master  Plan  Study,  Moffatt  & Nichol, 
Engineers,  Arthur  D.  Little,  Inc.  and  Noble  Consultants.  Of  these  three  companies, 
DPW  eliminated  Noble  Consultants.  Of  the  remaining  two  companies,  Moffatt  & 
Nichol,  Engineers  received  a raw  score  of  90.6  on  their  proposal  and  Arthur  D. 
Little,  Inc.  received  a raw  score  of  76.6.  The  interview  panel  consisted  of: 

Assistant  General  Manager,  Administration  at  the  Recreation  and  Park 
Department 

San  Francisco  Yacht  Harbor  Manager 

Section  Head,  Structural  Engineering  Section,  Bureau  of  Engineering,  DPW, 

Section  Head,  Landscape  Architecture  Section  Bureau  of  Engineering,  DPW 

Project  Manager,  Project  Management  Division  Bureau  of  Engineering,  DPW 

Contract  Compliance  Representative,  Human  Rights  Commission 

After  interviewing  the  two  firms,  Moffatt  & Nichol,  Engineers  received  a total 
raw  score  of  137  and  Arthur  D.  Little,  Inc.  received  a total  raw  score  of  118.6.  Thus 
DPW  selected  Moffatt  & Nichol,  Engineers  to  conduct  the  Marina  Master  Plan 
study.  Upon  reviewing  the  RFP,  the  bids  submitted,  and  the  selection  process,  the 
Budget  Analyst,  on  an  after  the  fact  basis,  concurs  that  Moffatt  & Nichol,  Engineers 
was  the  most  qualified  firm  to  conduct  the  Marina  Master  Plan  Study. 

The  Master  Plan  Study  Objective  and  Results 

The  scope  of  the  Master  Plan  was  to  develop  three  alternative  futures  for  the 
Marina:  (1)  maximum  development;  (2)  intermediate  development;  and  (3) 
upgrading  the  existing  facilities.  The  Master  Plan  Study  was  to  include  a market 
study,  a series  of  engineering  studies,  an  environmental  impact  study  and  financial 
feasibility  study  of  each  of  the  three  scenarios. 

Moffatt  & Nichol,  Engineers  commenced  work  on  the  Master  Plan  Study 
during  the  Summer  of  1988  and  concluded  their  study  during  Fall  of  1988. 
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The  three  alternatives  developed  by  Moffatt  & Nichol,  Engineers  are  as 
follows: 

Alternative  1 - Minimum  Project 

Alternative  1 would  provide  basic  major  repairs  and  replacements  at  the  Yacht 
Harbor  and  would  upgrade  facilities  to  meet  established  codes  and  standards.  The 
estimated  cost  was  $6.5  million.  The  key  project  elements  would  have  included: 

• Partial  replacement  for  floating  docks; 

• Upgrade  of  utilities; 

• Replacement  of  gangways  and  security  gates; 

• Repair  of  shoreline  facings; 

• Maintenance  dredging; 

• Parking  improvements; 

• Boater  restrooms  and  showers;  and 

• Harbormaster’s  office. 


Alternative  1A  - Minimum  Improvements  with  Breakwater  Improvements 

Alternative  1A  would  construct  breakwater  improvements  at  the  harbor  entrances 
to  reduce  surge  action  in  the  boat  basins  and  would  provide  basic  major  repairs  and 
replacements  at  the  Yacht  Harbor.  In  addition,  facilities  would  be  upgraded  to  meet 
established  codes  and  standards.  Estimated  cost  was  $11  million.  The  key  project 
elements  would  have  included: 

• Items  described  for  Alternative  1 above; 

• East  Harbor  entrance  additions;  and 

• West  Harbor  entrance  breakwater  additions. 


Alternative  2 - Marina  Rehabilitation 

Alternative  2 would  renovate  and  modernize  the  Yacht  Harbor,  reconfigure  the 
berthing  to  be  practical  and  efficient  and  provide  breakwater  improvements. 
Facilities  would  be  upgraded  to  meet  established  codes  and  standards.  Estimated 
cost  was  $12.5  million.  The  key  project  elements  would  have  included: 

• Items  described  for  Alternative  1 and  1A  above;  and 

• Reconfiguration  of  West  Harbor. 
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Alternative  3 — Marina  Rehabilitation  and  Expansion 

Alternative  3 would  renovate  and  modernize  the  Yacht  Harbor  and  expand  and 
reconfigure  the  West  Harbor.  Facilities  would  be  upgraded  to  meet  established 
codes  and  standards.  Estimated  cost  was  $20  million.  The  key  project  elements 
would  have  included: 

• Items  described  for  Alternatives  1,  1A  and  2 above; 

• Extend  the  breakwater  at  the  West  Harbor  entrance  and  expand  the  boat 

basin;  and 

• Dredging  the  west  end  of  the  West  Harbor  to  expand  the  boat  basin. 

The  three  alternatives  were  discussed  at  three  public  meetings  which  were 
held  at  the  Golden  Gate  Yacht  Club,  the  St.  Francis  Yacht  Club  and  Fort  Mason. 
Recreation  and  Park  staff  also  met  on  several  occasions  with  the  Yacht  Harbor 
Advisory  Committee  (a  committee  appointed  by  the  General  Manager  of  the 
Recreation  and  Park  Department  to  advise  the  Department  on  matters  affecting  the 
Marina)  to  discuss  the  development  of  the  Master  Plan. 

The  Department  reports  that,  based  on  these  public  meetings  and  input  from 
the  Marina  tenants  and  Yacht  Harbor  Advisory  Committee,  the  staff  recommended 
to  the  Golf  and  Yacht  Harbor  Committee  of  the  Recreation  and  Park  Commission 
(committee  of  the  Recreation  and  Park  Commission  that  reviews  golf  course  and 
Yacht  Harbor  matters)  that  the  intermediate  development  alternative  (Alternative 
2)  for  the  Marina  be  selected  and  further  developed. 

At  a public  meeting  held  at  the  Exploratorium,  the  Golf  and  Yacht  Harbor 
Committee  approved  Alternative  2.  In  January  of  1989,  the  Recreation  and  Park 
Commission  also  approved  the  Alternative  2.  As  a result,  Recreation  and  Park 
Department  staff  and  Moffatt  & Nichol,  Engineers  developed  a more  detailed 
version  of  Alternative  2 which  was  resubmitted  as  the  final  Master  Plan  to  the 
Recreation  and  Park  Commission  in  the  Spring  of  1989.  (Appendix  A is  a map  of  the 
proposed  Alternative  2.)  The  Commission  approved  the  final  Master  Plan  and  a 
resolution  to  the  Board  of  Supervisors  requesting  approval  to  apply  to  the  State  for 
a low-interest  loan  to  finance  the  priority  elements  of  the  Master  Plan.  The  Board  of 
Supervisors  did  not  approve  the  loan  request  because  of  concerns  expressed  by 
Marina  residents.  The  principle  arguments  from  the  opponents  to  the  Master  Plan 
were: 

1.  The  proposed  breakwater  extensions  would  spoil  views. 

2.  The  additional  berths  and  breakwaters  would  bring  additional  congestion  to 
the  Marina. 

3.  The  Master  Plan  would  commercialize  the  Marina. 
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The  Current  Status  of  the  Marina  Master  Plan 


The  Recreation  and  Park  Department  would  like  to  proceed  with  the  some  or 
all  aspects  of  the  Master  Plan.  Many  of  the  boat  owners  at  the  November,  1992  Boat 
owners  Association  meeting  and  the  ten  boat  owners  interviewed  by  the  Budget 
Analyst's  Office  indicated  that  they  would  also  like  to  see  major  improvements  at 
the  Marina  such  as  those  proposed  in  the  Master  Plan.  The  Marina  Yacht  Harbor  is 
in  obvious  need  of  renovation  and  the  surge  problem  in  the  East  Harbor  will 
continue  to  cause  significant  problems  for  both  boat  owners  and  the  Marina  until  a 
breakwater  is  built  by  Fort  Mason.  The  development  of  the  Master  Plan  was  a 
lengthy  process  with  the  benefit  of  intensive  public  participation.  The  Marina  Yacht 
Harbor  is  certainly  an  asset  to  the  City  both  for  its  aesthetic  beauty  to  City 
residents  and  as  a harbor  visited  by  boaters  from  around  the  world.  The  Budget 
Analyst  believes  that  the  Board  of  Supervisors  may  wish,  as  a policy  matter,  to 
reconsider  the  Marina  Master  Plan. 

Master  Plan  Funding 

The  California  Department  of  Boating  and  Waterways  has  recently  received 
confirmation  from  the  Governor  to  continue  funding  low-interest  loans  for  yacht 
harbor  repairs.  Thus,  the  Recreation  and  Park  Department  could  apply  for  a low- 
interest  loan  with  the  California  Department  of  Boating  and  Waterways.  However, 
the  Marina's  loan  application  would  be  considered  along  with  other  yacht  harbors  in 
the  State.  As  an  alternative,  if  the  Board  of  Supervisors  wishes  to  reconsider  the 
Marina  Master  Plan,  the  Recreation  and  Park  Department  could  also  consider 
revenue  bonds  for  financing  the  necessary  improvements  to  the  Yacht  Harbor.  The 
Department  should  carefully  consider  how  much  annual  bond  payments  the  Harbor 
can  afford.  Such  determination  should  reflect  the  willingness  of  the  boat  owners  to 
pay  increased  berth  fees.  In  addition,  increased  rent  to  the  two  yacht  dubs  and  their 
other  concessionaires  should  be  considered  as  well  as  the  estimated  $458,440 
annually  from  parking  revenues  that  were  discussed  in  Section  1.  The  Department 
should,  to  the  extent  possible,  also  consider  and  address  the  neighborhood’s  issues 
in  any  improvements  to  be  made  at  the  Yacht  Harbor. 

Conclusions 

The  Yacht  Harbor  facilities  are  old  and  worn  and  in  need  of  replacement.  The 
Marina  Master  Plan,  completed  in  1989,  addressed  the  renovation  requirements  of 
the  Yacht  Harbor.  In  1989  the  Board  of  Supervisors  did  not  approve  the  Recreation 
and  Park  Department’s  request  to  apply  for  a low  interest  loan  to  fund  the 
renovations  contained  in  the  Marina  Master  Plan  because  of  concerns  expressed  by 
Marina  residents.  Due  to  the  deterioration  of  these  facilities,  consideration  should 
be  given  to  making  the  needed  renovations. 
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Recommendations 


To  facilitate  the  needed  Yacht  Harbor  renovations,  as  a policy  matter,  the 
Board  of  Supervisors  may  wish  to: 

4.1.1  Reconsider  a request  from  the  Recreation  and  Park  Department  to  fund  all  or 
part  of  the  Marina  Master  Plan  and  reconsider  a request  of  the  Recreation 
and  Park  Department  to  again  apply  for  a low-interest  loan  from  the  State 
Department  of  Boating  and  Waterways. 

If  a low-interest  loan  with  the  California  Department  of  Boating  and  Waterways  is 
not  available,  the  Recreation  and  Park  Department  should: 

4.1.2  Consider  revenue  bond  financing  for  all  or  part  of  the  Marina  Master  Plan 
recommendations  if  the  Board  of  Supervisors  decides  to  proceed  with  the 
Master  Plan. 

Costs/Beneetts 

The  Marina  Master  Plan  renovations  as  proposed  by  the  Recreation  and  Park 
Department  were  estimated  to  cost  $12.5  million.  These  costs  could  be  offset  by 
raising  the  berth  fees,  concessionaire  rentals  and  estimated  revenues  of  $458,440 
annually  that  could  be  generated  by  charging  for  the  use  of  the  Marina  parking  lot. 
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SECTION  4.2:  MAINTENANCE  DREDGING 


• ALTHOUGH  THE  YACHT  HARBOR  HAS 
AN  UNEXPENDED  BALANCE  OF  $200,000 
BUDGETED  FOR  DREDGING,  THE  YACHT 
HARBOR  HAS  NOT  BEEN  DREDGED 
SINCE  1990.  AS  A RESULT,  THE  YACHT 
HARBOR  HAS  LOST  SEVEN  BERTHS  AND 
THE  LACK  OF  DREDGING  HAS  CAUSED 
NAVIGATION  PROBLEMS  IN  PARTS  OF 
THE  YACHT  HARBOR 

• TO  PREVENT  FURTHER  BERTH  LOSSES 
AND  POTENTIAL  FUTURE  LIABILITIES, 

THE  RECREATION  AND  PARK 
DEPARTMENT  SHOULD  INSTITUTE  A 
REGULAR  MAINTENANCE  DREDGING 
SCHEDULE. 

Since  the  early  1980s,  the  Yacht  Harbor  has  experienced  significant  levels  of 
sand  and  silt  build-up  throughout  the  harbor.  These  sand  and  silt  build-ups  have 
eliminated  seven  berths  in  the  West  Harbor  and  have  caused  navigation  problems 
in  many  parts  of  the  Yacht  Harbor.  In  1989  inadequate  dredging  caused  City 
Yachts’  (yacht  brokerage  and  fuel  station  concessionaire  located  in  the  East  Harbor) 
structures  to  flood.  The  flooding  of  City  Yachts  resulted  in  a lawsuit  where  the  City 
gave  City  Yachts  a rent  credit  to  repay  City  Yachts  for  damage  experienced  due  to 
the  flooding.  There  have  been  number  of  theories  to  explain  why  the  Yacht  Harbor 
has  been  experiencing  the  sand  and  silt  build-up.  Regardless  of  these  theories,  the 
Yacht  Harbor  should  be  dredged  on  a more  regular  basis.  The  last  dredging  of  the 
Yacht  Harbor  was  completed  in  November  of  1990  in  which  49,052  cubic  yards  of 
dredged  material  was  removed.  Despite  the  complaints  from  the  boat  owners,  the 
Department  has  not  dredged  the  Harbor  in  over  two  years.  According  to  Marina 
Manager  and  the  Superintendent  of  Administration  of  the  Recreation  and  Park 
Department,  the  Yacht  Harbor  has  not  been  dredged  because  of  difficulties 
associated  with  obtaining  the  necessary  dredging  permits. 

Although  in  FY  1990-91  the  Department  budgeted  $100,000  for  dredging,  and 
budgeted  $50,000  each  in  FY  1991-92  and  FY  1992-93  for  a total  of  $200,000  in 
funds  budgeted  for  dredging  the  Yacht  Harbor,  the  Yacht  Harbor  has  not  been 
dredged  since  1990.  The  Marina  Manager  and  the  Superintendent  of 
Administration  of  the  Recreation  and  Park  Department  report  that  the  Department 
is  having  difficulty  in  obtaining  the  permits  necessary  to  resume  dredging.  In  the 
past,  DPW  has  managed  the  permitting  process  and  managed  the  subsequent 
dredging  contracts.  The  Department  must  receive  permits  to  dredge  the  Yacht 
Harbor  from  the  Regional  Water  Quality  Control  Board  and  the  Army  Corp  of 
Engineers.  Discussions  with  DPW  indicate  that  the  Recreation  and  Park 
Department  has  not  requested  the  DPW  to  begin  the  permit  processing  and 
dredging.  The  Yacht  Harbor  is  losing  approximately  $10,000  annually  from  the 
seven  berths  lost  to  sand  build-up  and  is  losing  approximately  $15,000  annually 
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from  the  flooding  of  City  Yachts  that  was  due  to  inadequate  dredging.  Because  the 
Harbor  is  losing  revenues  and  could  be  making  itself  vulnerable  to  future  lawsuits 
resulting  from  the  lack  of  maintenance  dredging,  the  Department  should  institute  a 
regular  maintenance  dredging  schedule  immediately.  Such  a schedule  should 
incorporate  the  time  needed  to  process  necessary  permit  requests. 


The  Yacht  Harbor  has  not  been  dredged  since  1990.  As  a result,  the  Yacht 
Harbor  has  lost  seven  berths  and  there  are  navigation  problems  in  some  parts  of  the 
Yacht  Harbor,  especially  during  low  tide.  Further,  there  is  a total  of  $200,000  in 
unexpended  funds,  of  which  $20,000  has  been  encumbered  to  begin  the  permit 
process,  which  were  budgeted  for  dredging  the  Yacht  Harbor. 

^commendation 

Because  the  Harbor  is  losing  revenues  and  making  itself  vulnerable  to 
lawsuits  from  the  lack  of  maintenance  dredging,  the  Yacht  Harbor  should: 

4.2.1  Institute  a regular  maintenance  dredging  schedule  immediately.  Such  a 
schedule  should  incorporate  the  time  needed  to  process  permit  requests. 

CQSTS/BENEFITS 

Based  on  the  1990  dredging  expenditures,  maintenance  dredging  could  cost 
approximately  $200,000  annually.  The  benefit  would  be  to  replace  the  seven  empty 
berths,  prevent  further  berths  from  being  eliminated  and  prevent  future  liabilities 
to  the  Department. 
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Appendix  A. 


City  and  County  of  San  Francisco 


Recreation  and  Park  Department 


February  26,  1993 


Mr.  Harvey  Rose 
Budget  Analyst 
Board  of  Supervisors 
1390  Market  Street,  #1025 
San  Francisco,  CA  94102 

Dear  Mr.  Rose: 

I am  writing  in  response  to  the  recent  audit  of  the  San  Francisco  Marina 
Yacht  Harbor.  I would:  like  to  thank  the  Budget  Analyst  and  the  efforts 
of  his  staff  for  conducting  a comprehensive  analysis  over  the  past  few 
months.  It  is  Important  to  mention  and  to  thank  the  Budget  Analyst's 
staff  for  the  opportunity  to  discuss  the  Issues  and  to  provide  the 
necessary  information  In  an  open  and  uninhibited  forum  during  the  audit 
process. 

The  Recreation  and  Park  Department  views  the  audit  of  the  San  Francisco 
Marina  Yacht  Harbor  as  a document  which  will  identify  the  strengths  which 
exist  In  the  Yacht  Harbor  operation  and  the  areas  where  there  are 
deficiencies. and  a need  for  improvement.  The  following  Is  our  response 
to  the. Budget  Analyst's  findings.  The  response  will  address  each  area  of 
the  audit:  irrthe  order  that  it  appears.. 

Section  U-  Miscellaneous  Issues:  In  Section  1,  the  Budget  Analyst  audit 
calfs  for  the  use- of  a cash  register  to  Improve  the  cash  handling 
procedures  and  accountability  for  approximately  $330.00  of  cash 
transactions  per  day.  He  agree  with  this  recommendation. 

Additionally;  under  Miscellaneous  Issues,  paid  parking  is  recommended  for 
the  parking  areas  serving,  the  Marina  Yacht  Harbor  facility.  The 
Recreation  and  Park  Department  agrees  with  this  recommendation. 

Section  2.  Yacht  Harbor  Maintenance:  In  Section  2,  the  Budget  Analyst 
recommends  three  ways  to-  Improve  the  productivity  of  Assistant  Marina 
Managers  as  It  pertains  to  preventive  maintenance  of  the  facility.  The 
Recreation  and  Park  Department  Is  in  agreement  with  Recommendation  2.1.1. 


McLaren  Lodge,  Golden  Gate  Park 


FAX;  (415)  668-3330 
Information:  (415)  666-7200 
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San  Francisco  94117 


Mr.  Harvey  Rose 
February  26,  1993 
Page  2 


In  Recommendation  2.1.2,  the  Budget  Analyst  suggests  that  preventive 
maintenance  goals  be  developed  with  specific  goals  for  teams  of  employees 
on  a bi-weekly  basis.  The  Recreation  and  Park  Department  is  in  agreement 
with  developing  preventive  maintenance  goals,  but  feels  that  restricting 
the  specific  goals  to  teams  measured  on  a bi-weekly  basis  would  be  too 
rigid  a format  to  Initiate.  Flexibility  of  assignment  is  an  essential 
element  in  an  efficient  maintenance  operation.  Staff  availability  and  the 
type  of  task  to  be  performed  should  be  the  driving  force  behind  the  program 

Additionally,  a bi-weekly  time  frame  is  recommended  for  measuring 
performance.  He  disagree  and  feel  that  this  monitoring  period  is  too 
short.  The  unknown  frequency  of  job  order  requests  and  the  adverse  Impact 
of  foul  weather  along  with  other  unexpected  demands  all  dictate  a longer 
period  of  time  to  assess  staff's  performance  in  relation  to  a preventive 
maintenance  program.  A monthly  reporting  period  would  be  more  appropriate 
and  realistic. 

Recommendation  2.1.3  calls  for  standard  reporting  procedures  for  repair 
orders.  The  Recreation  and  Park  Department  agrees  with  this  recommendation 

Section  Z.2.  Structural  Maintenance  Division:  The  Recreation  and  Park 
Department  agrees  with  Section  2.2,  but  feels  strongly  that  in  prior  years 
the  amount  of  work  performed  by  the  Structural  Maintenance  Division 
exceeded  the  amount  of  funding  work  ordered  from  the  Yacht  Harbor. 

The  Recreation  and  Park  Department  agrees  with  Recommendation  2.2.2  and 
Recommendation  2.2.3. 

Section  3*  The  Halting  List:  Recommendation  3.1  suggests  that 
responsibility  for  the  waiting  list  be  transferred  to  the  Administration 
Division- of  the  Recreation  and  Park  Department.  The  Recreation  and  Park 
Department  agrees  with  this  recommendation.  A .5  FTE  Account  Clerk  will 
need  to  be  adequately  trained  to  be  able  to  understand  marina  operations. 

The  Recreation  and  Park  Department  agrees  with  Recommendation  3.2.  and 
Recommendation  3.3. 

Section  4.  Capital  Projects:  As  stated  In  Section  4 of  the  report,  the 
Recreation  and  Park  Department  Is  already  In  the  process  of  prioritizing 
capital!  projects  In  the  Harbor. 

Section  4,1.  The  Marina  Master  Plan:  The  Recreation  and  Park  Department 
Is  in  agreement  with  this:  section,  which  recommends  that  the  Marina  Master 
Plan  ba  reconsidered  and  funding  be  obtained  to  Implement  the  renovations 
called  for  In  the- Master  Rian. 

Section..^:?.  Maintenance  Dredging:  The  Recreation  and  Park  Department,  i s 
In  agreement,  with-  the  recommendation  In  Section- 4.2.1 . 
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Mr.  Harvey  Rose 
February  2871993 
Page  3 


Thank,  you  for  this  opportunity  to  respond  to  the  Budget  Analyst's  audit 
of  the  San  Francisco  Marina  Yacht  Harbor.  We  believe  that  many  of  the 
recommendations  will  Improve  operations  and  conditions  at  this  facility 
for  berthholders  as  well  as  for  the  citizens  of  San  Francisco. 


Sincerely 


General  Manager 


MEB/RDL/vr 
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